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Problem
The u n iv e rs ity  board o f trustees is  the s ing le  most important 
group o f the u n iv e rs ity  to  guide an in s t i tu t io n  in  f u l f i l l i n g  i t s  
goals and o b je c tive s . While i t  may seem th a t trustees have a grasp 
o f th e ir  re s p o n s ib il it ie s  to  the in s t i tu t io n  they serve, i t  appears 
th a t many do no t.
This study surveys a l l  who have ever served as trus tees  o f 
Andrews U n ive rs ity  in  order to : (1) id e n t i fy  c h a ra c te r is tic s  o f  tru s ­
tees; (2) determine how trustees o f Andrews U n ive rs ity  perce ive / 
perceived th e ir  ro le  as tru s te e  in  re la tio n s h ip  to  the twelve trustee  
re s p o n s ib il it ie s  as l is te d  by John Nason; (3) compare the responses
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3o f church adm in is tra to rs  w ith  those o f laymen; and (4) compare the 
responses o f trustees who served from 1961-1970 w ith  those who served 
from 1971-1980.
Method
The study was based upon data co lle c ted  from 121 (88 percent) 
l iv in g  trus tees  o f Andrews U n iv e rs ity . A comprehensive tw o-part 
questionnaire  was sent to each tru s te e : Part I ,  b iographical and
personal in fo rm ation ; Part I I ,  responses to  94 items o f  trustee  res­
p o n s ib il i ty  and th e ir  importance.
Results
S ig n if ic a n t find ings showed a need fo r :
1. A means o f continu ing id e n t if ic a t io n ,  ap p ra isa l, and 
recommendations fo r  trustee appointments
2. A handbook c le a r ly  id e n tify in g  the ro le  and re s p o n s ib ili­
t ie s  o f trustees
3. A program o f o r ie n ta tio n  fo r  a l l  new appointees and a 
continuing educational program fo r  a l l  trustees
4. Trustees to  read m a te ria l and attend workshops and 
seminars on trusteesh ip
5. The form ulation o f tru s te e  sub-committees
6. Tentative agendas to  be sent to  trustees p r io r  to meetings
7. Trustees to  give more personal support to  the U n ive rs ity  
and to  help id e n t ify  and c u lt iv a te  po te n tia l supporters
8. The appointment o f fewer e x -o ff ic io  trustees and more 
professional laymen
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
49. Trustees having a b e tte r acquaintance w ith  the campus, 
students, and fa c u lty
10. A document fo r  tru s te e  signatures s ta tin g  they have no 
c o n f l ic t  o f in te re s t.
Conclusions
While some trustees have a more complete knowledge o f tru s te e  
re s p o n s ib ilit ie s  others are g re a tly  lacking in  understanding o f t ru s ­
teeship. An ongoing educational program must be developed to  o r ie n t 
trustees to  th e ir  ro le  and re s p o n s ib il it ie s . Only then can they serve 
the U n ive rs ity  e f f ic ie n t ly  and e ffe c t iv e ly .
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CHAPTER I 
INTRODUCTION
Background Inform ation 
Entrance in to  the uncerta in  decade o f the 80s has meant fo r  
u n iv e rs ity  a u th o rit ie s  and those in te res ted  in  u n iv e rs ity  governance 
a fresh  look a t the way u n iv e rs it ie s  fu nc tion  and make th e ir  dec i­
sions. One o f the areas rece iv ing  special a tte n tio n  is  th a t o f the 
board o f trustees and i ts  membership. This in  i t s e l f  is  no new 
development but is  the continuation  o f an o ld  conv ic tion  from the 
incep tion  o f the board of tru s te e  concept a t Harvard U n ive rs ity  in 
1642. In recent years the emphasis on the importance o f the trustee 
and h is /h e r ro le  has grown and in ve s tig a tio ns  have become more spe­
c i f i c .  In fa c t ,  Ingram (1980, p. x i i i )  states th a t more has been 
w r it te n  on the to p ic  o f trustees w ith in  the la s t  ten years than was 
w r it te n  during the th ir iy - fo u r  previous decades in  American higher 
education!
Since the board o f trustees is  perceived to  be so important, 
and since i t  is  the ind iv idua l tru s te e  th a t gives l i f e  and q u a lity  
to  the board o f trus tees, trus teesh ip  may be best understood and 
evaluated by looking a t the in d iv id u a l tru s te e 's  p repara tion , percep­
t io n s , and a tt itu d e s .
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2Many questions determining the e ffectiveness o f boards have 
a risen . How can one plan fo r  e ffectiveness? How can one improve 
effectiveness? How can one turn an in e ffe c t iv e  board in to  an e ffe c ­
t iv e  one? How can a board th a t does no t have d ire c t a d m in is tra tive  
con tro l exert such a te l l in g  in fluence on u n iv e rs ity  a d m in is tra tive  
decis ion making as men l ik e  Herron (1969, p. xv) g ive one to  under­
stand? I f  one can speak o f successful tru s te e s , what are th e ir  
ch a rac te ris tics?  How can one best go about se lecting  u n iv e rs ity  
trustees? Are the re s p o n s ib ilit ie s  o f  trustees o f small in s t itu t io n s  
the same or as im portant as those in  la rge  in s t itu tio n s ?  With such 
questions in  mind, inves tiga to rs  have approached the search fo r  a 
b e tte r grasp o f what trusteesh ip  re a lly  involves and how one can 
b e tte r evaluate i t .
In order to  assess the e ffectiveness o f trustees and boards 
o f trus tees , men such as Axelrod, 1977; Blue, 1963; E l l io t ,  1968; 
Frantzreb, 1970; Godfrey, 1971; Greenleaf, 1974; Guimiere, 1972;
Herron, 1969; H u ll,  1974; Ingram, 1980; Mage, 1973; Pocock, 1974;
S e llin g e r, 1975; w icke, 1962; Zwingle, 1975; and others have studied 
the ro le  o f  boards o f trus te es , the c h a ra c te r is tic s  o f e ffe c t iv e  
tru s te e s , the re s p o n s ib il it ie s  o f trus tees and the fac to rs  th a t 
in fluence board decis ions.
By summarizing the re s p o n s ib ilit ie s  o f trus tees, the fo llow ing  
l i s t  has been compiled: (1) define purposes and ob jectives o f  the
in s t i tu t io n ,  (2) determine in s t itu t io n a l programs, (3) appo in t fa c u lty  
and s ta f f ,  (4) m aintain physical p la n t, (5) approve purchase o f 
equipment, (6) approve budget and provide necessary finance fo r
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
3opera tion , (7) in te rp re t in s t itu t io n  to  the p u b lic , (8) evaluate the 
in s t i tu t io n ,  (9) e le c t the president, (10) term inate the pres iden t, 
(11) deal w ith  major problems, (12) provide new f a c i l i t i e s ,  (13) serve 
as cou rt o f la s t  appeal, (14) s tim u la te  change, (15) provide gover­
nance, (16) set s a la r ie s , (17) e s ta b lish  p r io r i t ie s ,  (18) delegate 
a u th o r ity , (19) provide in s p ira tio n  and s p ir i tu a l love , and (20) nego­
t ia te  major sales and purchases (Axe lrod, 1977, p. 3; Burgess, 1958, 
pp. 399, 400; E l l io t ,  1908, pp. 6, 7, 30; F ra ley, 1971, p. 1; Godfrey, 
1971, p. 34; Hammill, 1971, pp. 1-4; H u ll,  1974, pp. 534, 535; Rauh, 
1969, pp. 2, 6 -9 ; S e llin g e r, 1975, p. 73; Yenerich, n .d . ;  Zwingle, 
1975, p. 9 ).
Those re s p o n s ib il it ie s  most fre q u e n tly  mentioned were:
(1) define  purposes and ob jectives o f the in s t i tu t io n ,  (2) determine 
in s t itu t io n a l programs, (3) approve the  budget and provide necessary 
finances fo r  opera tion , and (4) e le c t the president.
Regarding the ro les o f trustees in  d if fe re n t types o f in s t i ­
tu t io n s , Nason (1974, p. 13) found th a t the precise ro le  o f governing 
boards varies from one type o f in s t i tu t io n  to  another re q u iring  each 
board to  work ou t i t s  own formula and mandate.
Zwingle (1975, p. 4) also found th a t in  higher education 
today there is  not only a considerable range in  types o f  in s t itu t io n s  
but also in  s ize  and composition o f boards. There is  a lso more d ive r­
s i t y  among trus tees  o f d if fe re n t types o f  in s t itu t io n s  than commonly 
supposed. However, according to Zw ingle, the d iffe rence  is  more 
apparent than re a l.  "The d iffe rence  in  scale may requ ire  a d if fe re n t 
approach, but the essentia l problems are more a lik e  than many people 
are ready to  adm it" ( Ib id . ) .
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4în l ig h t  o f the need fo r  a c le a re r understanding o f  trustee 
re s p o n s ib il ity ,  the Carnegie Corporation o f New York made a grant in 
1973 to  the Association o f Governing Boards o f U n ive rs it ie s  and 
Colleges (AGE), a major organ ization dedicated to  tru s te e  leadership 
and p u b lic a tio n , to  conduct an in-depth  study o f e ffe c t iv e  trus tee ­
sh ip.
Or. Nason was in v ite d  to  d ire c t  the study. The purpose o f
the study as sta ted by Nason (1974) in  the preface
Convinced th a t the American pa tte rn  o f lay trustees would 
continue, th a t many boards were not doing an adequate or 
e ffe c tiv e  jo b , and th a t the re s p o n s ib il it ie s  o f trustees 
would become more complex and more im portant, the AGS 
Commission on the Future "entered in to  th is  assignment 
w ith  an open mind and a generous mandate tie d  n e ith e r to 
the past nor to  present a c t iv i t ie s ,  but ins truc ted  to 
assess the  ro les trustees now p lay and w i l l  play in  the 
fu tu re  in  both member and non-member in s t itu t io n s  and to 
recommend a program o f ass is tance ."
Two independent lin e s  o f  in q u iry  were begun.
One consisted o f a systematic na tiona l survey o f governing 
boards to  determine as fa r  as possib le  what actual fac to rs  
had a favorable  o r unfavorable e ffe cc  on a rr iv in g  a t  board 
dec is ions, what c h a ra c te r is tic s  trustees considered neces­
sary fo r  e ffe c t iv e  board opera tion , and what forms o f 
assistance would enable trustees to  be more e ffe c t iv e . . . .
. . .  A second l in e  o f in q u iry  focused on a series o f 
essays in  which thoughtfu l experienced representatives o f 
the d if fe re n t  categories o f in s t itu t io n s  were in v ite d  to 
explore and p re d ic t the fu tu re  ro le  and re s p o n s ib ilit ie s  o f 
trus tees . ( Ib id . )
As a re s u lt  o f  the study on trus te e  re s p o n s ib ility  Nason 
published a document e n t it le d  Trustee R espons ib ility  (1980). This 
document is  genera lly  accepted as an a u th o rita tiv e  piece o f  research 
and has fo r  many become a standard gu ide line  on trus tee  re s p o n s ib ility . 
He l is t s  twelve re s p o n s ib ilit ie s  th a t are common to a l l  types o f 
in s t itu t io n s  and to a l l  trustees (pp. 2-11).
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1. To appoint the oresident
2. To support the president
3. To assess the p res iden t's  performance
4. To c la r i f y  the mission
5. To approve long-range plans
6. To approve the educational program
7. To insure fin a n c ia l solvency
8. To m aintain the physical p lan t
S. To preserve in s t itu t io n a l autonomy
10. To enhance the pub lic  image
11. To serve as a cou rt o f appeal
12. To assess th e ir  own performance
These then can be reasonable parameters w ith in  which one can 
te s t fo r  the e ffe c t iv e  o f trus tees.
As fa r  as can be determined, no previous study on e ffe c t iv e  
trus teesh ip  a t Andrews U n ive rs ity  has been made. Neither is  there
evidence o f an o r ie n ta tio n  or educational program fo r  trustees o f
Andrews U n ive rs ity .
There is  a very rea l need to know more about the members o f 
the Andrews U n ive rs ity  board o f trustees w ith  the view to  determine 
th e ir  perceptions o f the re s p o n s ib il it ie s  o f  trus tees and how they 
f i l l  th e ir  ro le . With th is  ob jec tive  in  mind th is  p a r tic u la r  study 
was undertaken using the basic conclusions th a t the areas o f trus tee  
re s p o n s ib il ity  as developed by Nason are an acceptable c r i te r ia  and 
the re fo re  a v a lid  norm fo r  the study o f Andrews U n ive rs ity  Trustees.
Statement o f the Problem
Id e a lly  a l l  trustees should have a thorough grasp o f th e ir  
re s p o n s ib il it ie s  and the in s t i tu t io n  they serve. Id e a lly  trustees 
o f Andrews U n ive rs ity  should have a c le a r-c u t understanding o f 
Andrews U n ive rs ity  as an educational in s t i tu t io n  o f higher education 
and i t s  m ission, goa ls, plans and ob jec tives . R e a lis t ic a lly  few
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6boards o f trustees reach the id e a l. I t  appears th a t the trustees o f 
Andrews U n ive rs ity  do not have a c le a r-cu t understanding o f tru s te e ­
ship o r trus tee  re s p o n s ib ility  as l is te d  by John W. Nason (1980) an 
accepted a u th o rity  on trus tee  re s p o n s ib ility  when there is  no planned 
program to  provide tru s te e  o rie n ta tio n  o r education.
Purpose o f the Study
The purpose o f the study was to :
1. Id e n tify  the ch a ra c te ris tic s  o f  Andrews U nivers ity  t ru s ­
tees inc lud ing  demographic inform ation regarding age, education, 
p ro fess ion , p o li t ic a l views, trustee p repara tion , con tribu tion  record , 
and tru s te e  p a rtic ip a tio n .
2. Determine how trustees o f Andrews U n ivers ity  perceive/ 
perceived th e ir  ro le  in  re la tio n sh ip  to the twelve trustee responsi­
b i l i t i e s  l is te d  by Nason (1980).
3. Compare responses o f those who served as trustees from 
1961-1970 w ith  those who served as trustees from 1971-1980.
4. Compare the responses o f those whose primary profession 
was/is e c c le s ia s tica l o r church adm in is tra tion  w ith  other trus tees .
5. Gather and analyze data and suggest fo r  review, consider­
a tio n , and possible adaptation a plan o f o r ie n ta tio n  fo r  trustees to  
the i r  res pons i b i l i t i e s .
Questions To Be Answered
1. Is there a magnitude d iffe rence  between the way church 
adm in is tra tion  and non-church adm in is tra tion  (laymen) view/viewed 
th e ir  tru s te e  re s p o n s ib ilit ie s  as lis te d  by Nason?
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72- Is there a magnitude d iffe rence  between the way trustees 
who served between 1961-1970 and those who served between 1971-1980 
view/viewed th e ir  re s p o n s ib il it ie s  as lis te d  by Nason?
D e lim ita tio n  o f  the Study
The in s t i tu t io n  th a t is  known today as Andrews U n ive rs ity  
was incorporated as Emmanuel M issionary College on Ju ly  28, 1910.
The name was changed to  Andrews U n ive rs ity  when three educational 
in s t itu t io n s  merged on November 23, 1960: Emnanuel M issionary College,
the School o f Graduate S tud ies, and the Seventh-day Adventist Theolog­
ica l Seminary. P rio r to  th a t date each in s t i tu t io n  had i t s  own board 
o f tru s te e s . With the establishm ent o f Andrews U n ive rs ity  one board 
o f trustees was e lected.
This study is  lim ite d  to the 154 trustees who have served 
Andrews U n ive rs ity  since the merger in  1960.
L im ita tions
There are f iv e  major l im ita t io n s  which are recognized in  the 
design o f th is  in v e s tig a tio n . F ir s t ,  i t  is  recognized th a t the use o f 
a questionna ire  l im its  the depth o f questions th a t can be asked. 
Second, i t  is  recognized th a t in  the case o f a questionnaire  there 
is  a p o s s ib i l i ty  th a t a tru s te e  queried gave responses which he/she 
deemed to be appropriate in  l ie u  o f h is /he r true  opinoins about the 
statements contained in  the questionnaire . T h ird , i t  is  recognized 
th a t in  gathering data by a questionnaire there  is  the p o s s ib i l i ty  o f 
a misunderstanding o f the questions o r a trus tee  placing h is /h e r own 
in te rp re ta tio n  on the questions. Fourth, i t  is  recogni^^d th a t mailed
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3questionnaires are subject to  less than 100 percent returns and th a t 
those no t returned might have an e ffe c t on the study. However, there 
is  reason to be lieve th a t th is  l im ita t io n  was overcome due to the 
high percentage o f re turns from the 137 trustees (88 percent). F i f th ,  
because no previous study on board trusteesh ip  a t Andrews U n ive rs ity  
e x is ts , the evaluation o f  the fin d in g s  had to  be done on face va lue , 
using the p r io r i t ie s  o f o the r in ve s tig a to rs , e sp e c ia lly  Nason (1980).
D e fin it io n  o f Terms
A dm in is tra tio n . Considered to  mean the "executive adm in is tra tion " or 
the “executive management" o f an in s t i tu t io n .
Board o f Trustees. A group o f ind iv id u a ls  in  whom rests the legal
re s p o n s ib ilit ie s  fo r  determining p o lic y  and governance o f  an 
in s t i tu t io n  o f h igher education.
Church A dm in is tra to r. An ind iv id u a l who is  employed by the Seventh- 
day Adventist church whose main re s p o n s ib il ity  is  church 
adm in is tra tion .
Laymen. Ind iv idua ls  who are not c la s s if ie d  as church adm in is tra to rs , 
e .g . ,  businessmen, educators, physicians, e tc .
Magnitude D iffe rence . A fou r o r more numerical d iffe rence  in  the
CATSCALE value when comparing church adm in istra to rs and laymen 
o r trustees from 1961-70 and trustees from 1971-80.
Pol ic y . A general ru le  o r p r in c ip le  o r statement o f in te n t or d ire c ­
t io n  th a t provides guidance to adm in is tra to rs  in  reaching 
decisions w ith  respect to  matters entrusted to th e ir  care.
P res iden t. The ch ie f executive o f f ic e r  o f an in s t i tu t io n  o f h igher 
education entrusted w ith  the overa ll guidance as well as the
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9implementation and a dm in is tra tion  o f the in s t i tu t io n 's  p o l i ­
c ies .
P riva te  In s t i tu t io n . A u n iv e rs ity  o r co llege whose legal con tro l is  
vested in  a p riva te  co rp o ra tio n , group, or in d iv id u a l.
Role. A pa tte rn  or type o f behavior which an ind iv idua l e x h ib its
in  terms o f what has been prescribed fo r  h is /he r p a r t ic u la r  
jo b ; behavior which he/she perceives to  be appropria te  and 
c o rre c t; behavior which others expect o f  him/her.
Trustee. An ind iv idu a l member o f a governing board or board o f t ru s ­
tees whose a u th o rity  may be exercised on ly as a vo ting  
member o f the board in  session or as s p e c if ic a lly  authorized 
by the Board o f Trustees.
Assumptions o f the Study 
I t  was assumed th a t:
1. The persons responding to the research instruments were 
capable and w il l in g  to express th e ir  b e lie fs , op in ions, and fe e lin g s .
2. The instrument as designed would be able to g ive a rea­
sonable in d ica tio n  o f the exten t o f  a tru s te e 's  views o f h is /h e r 
re s p o n s ib il it ie s .
3. The way church adm in is tra to rs  view th e ir  trus tee  respon­
s ib i l i t ie s  w i l l  be d if fe re n t from the way la i t y  view th e ir  trus tee  
res p o s s ib i l i t ie s .
4. There w i l l  be a d iffe re n c e  in  the way trustees serving 
between 1961-1970 and trustees serving between 1971-1980 view th e ir  
trus tee  responsi b i1i  t i  es.
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Design o f the Study 
Selection o f the Population
One hundred f i f t y - f o u r  in d iv idu a ls  have served as trustees 
o f Andrews U n ive rs ity  since 1961. A ll 154 were used as a basis fo r  
the study. Eleven could no t be contacted due to  death (9) and 
unknown loca tio n  (2 ).
Procedure
A questionnaire (see Appendix A) was developed and adminis­
tered between the months o f  June and August 1981 to a l l  l iv in g  tru s ­
tees th a t could be located (143). Le tte rs o f  explanation and 
endorsement were sent w ith  each questionna ire .
Treatment o f  the Data
The co llec ted  data were compared on the basis o f:
1. The answers given by church adm in is tra tion  and la i t y  who 
served as trustees between 1961-1980.
2. The answer given by trustees who served between the years 
1971-1980
A de ta ile d  d e sc rip tio n  o f the ana lys is  o f  the data is  given 
in  Chapter I I I  o f  th is  study.
Organization o f the Study
Chapter I presents background in fo rm a tion , statement o f the 
problem, purpose o f the study, guestions to  be answered, d e lim ita tio n  
o f the study, l im ita t io n s ,  d e f in it io n  o f  terms, assumptions o f the 
study, design o f the study, and the o rgan iza tion  o f the study.
Chapter I I  contains the review o f the l i te ra tu re .
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Chapter I I I  deals w ith  the d e ta ils  o f the population se lec­
t io n , the instrum ent, and the c o lle c tio n  o f data.
Chapter IV gives an analysis o f the f in d in g s , and Chapter V 
presents the summary, conclusions, and recommendations.
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CHAPTER I I  
REVIEW OF THE LITERATURE 
In troduc tion
The nature o f th is  in ve s tig a tio n  requires a basic understand­
ing o f the ro le  and re s p o n s ib ility  o f trus tees.
An endeavor has been made to  survey the s ig n if ic a n t  l ite ra tu re  
on th is  to p ic . The review o f the l i te ra tu re  is  d iv ided  in to  th irte e n  
sections.
The f i r s t  p a rt deals w ith  an overview o f tru s te e  responsi­
b i l i t y .  The twelve subsequent sections are based on Mason's twelve 
tru s te e  re s p o n s ib il i t ie s .  This seemed a natural o rgan iza tion  inasmuch 
as th is  study deals s p e c if ic a lly  w ith  h is  l is t in g .
R e sp o n s ib ilit ie s  o f Trustees
More has been w ritte n  w ith in  the past ten years about the ro le  
and re s p o n s ib il i t ie s  o f tru s te e s , regents, cu ra to rs , overseers, 
v is i t o r s ,  and governors o f co lleges and u n iv e rs it ie s  than was w ritte n  
during th i r t y - fo u r  previous decades in  American h igher education 
(Ingram, 1980, x i i i ) .
Ingram sta tes th a t " I f  trustees are to  fu n c tio n  as e ffe c tiv e  
overseers o f change during the 1980*s , they w i l l  need to  be a le r t  to 
c e rta in  key trends and new dilemmas th a t w i l l  d if fe re n t ia te  th is  
decade from the 1960's and I970*s" ( Ib id . ,  p. 2 ).
12
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The job o f the tru s te e , according to  Gummere, is  no longer
ju s t  another pleasant assignment to be taken on as a good-w ill gesture
and nothing more. Trusteeship today "can be demanding, i t  can be
pe rp le x in g ," but i t  is  a lso an oppo rtun ity  to  provide "v igorous,
in te l l ig e n t ,  and constant support to  the adm in is tra tion  o f a co llege
or u n iv e rs ity "  (Gummere, 1972, p. 60). Gummere fu r th e r  s ta tes :
. . . the day has passed when any tru s te e  goes from one 
meeting to  the next w ithou t having performed some service 
to h is  school. I t  is  a pleasure and an honor to  serve a 
school as tru s te e , but these days i t  is  a re s p o n s ib il ity  
which is  o ften  time consuming and sometimes onerous.
( Ib id . .  p. 59)
Others have also s im ila r ly  described the new ro le  o f the
tru s te e . "No longer is  trus teesh ip  ju s t  an honor. I t  is  hard work
or should be i f  the board is  opera tiona l" (Frantzreb, 1970, p. 2 ).
Trusteeship is  one o f the most demanding and time consum­
ing o f  avocations, but i t  is  one o f  the most rewarding as 
w e ll,  fo r  i t  repays the in d iv id u a l no t in  d o lla rs  but in  
even ra re r s tu f f— the g ra titu d e  o f the community and the 
inner peace th a t comes from vo lun ta ry  pub lic  serv ice  given 
fre e ly  fo r  the b e n e fit o f man. (Letourneau, The Volunteer 
Board Member in  P h ilan th ropy, 1968, p. 18)
Charles W. E l l io t ,  former president o f Harvard U n ive rs ity , 
once described the ro le  o f the co llege and u n iv e rs ity  tru s te e  as "less 
th a t o f  a custodian than th a t o f  a b u ild e r"  (Wicke, 1962, p. 18).
In higher education today there is  not only a considerable 
range in  types o f in s t itu t io n s  but also in  s ize  and composition o f 
boards. In a d d itio n , there may seem to  be a great d iv e rs ity  among 
trustees o f d if fe re n t types o f in s t i tu t io n s .  However, according to 
Zwingle, the d iffe rence  is  more apparent than re a l. "The d iffe rence  
in  scale may requ ire  a d if fe re n t  approach, but the essentia l problems
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are more a lik e  than many people are ready to  adm it" (Zwingle, 1975, 
p. 4 ).
Some d e fin it io n s  have been b r ie f  and few in  number, e .g ., "The 
ancien t dictum o f a Harvard president was th a t the tru s te e s ' job was 
to  'appo in t the president and see th a t the b i l l s  are p a id " ' (Axelrod, 
1977, p. 3 ). One o f the most w idely quoted responses to  trustee  res­
p o n s ib il i t ie s  is  th a t o f Charles Coolidge: " In  short [the  tru s te e ]
should see th a t the u n iv e rs ity  is  run well by someone else and not to  
do i t  [h im s e lf ]"  (Rauh, 1969, p. 3). Since the board o f trustees is  
a le g is la t iv e  body i t s  main ro le , according to  Yenerich, is  to estab­
l is h  p o lic y  (n .d . ,  p. 6 ). The basic duties o f trustees o f colleges 
and u n iv e rs it ie s  according to Burgess are th re e ; (1) se lect the 
p res iden t, (2) together w ith  the president declare  the p rin c ip a l ob jec­
tiv e s  and p o lic ie s  o f the in s t i tu t io n ,  and (3) be the repos ito ries  o f 
funds and property o f the u n iv e rs ity  (Burgess, 1958, pp. 399, 400).
Fra ley believes th a t no trustee  should accept h is pos ition  as 
tru s te e  w ithou t the in te n tio n  o f carrying ou t h is  f u l l  re s p o n s ib ili­
t ie s .  These are: (1) fo rm u la tion  and con tro l o f  in s t itu t io n a l p o lic y ,
(2) appointment o f  the president and provid ing  him f u l l  cooperation in  
a d m in is tra tio n , (3) a c q u is itio n  and investment o f  f in a n c ia l resources, 
(4) in s p ira t io n , m o tiva tion , and s p ir itu a l resources (F ra ley, 1971, 
p. 1 ). Richard Hammill in  discussing the func tions  o f the board o f 
trustees a t a meeting o f trustees and fa c u lty  presented fou r trustee  
fu n c tio n s : (1) " F ir s t  and foremost the board o f trustees is  to estab­
l is h  the ob jec tives o f the u n iv e rs ity  and to  see th a t these ob jectives 
are m e t." (2) "A second major ob jec tive  o f the board o f trustees is
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to es tab lish  the p r io r i t ie s  w ith in  the u n iv e rs ity , to see the d ire c t io n  
o f the u n iv e rs ity , to provide financ ing  fo r  i t s  continued operation and 
fo r  i t s  grow th." (3) "Another major func tion  o f  the board o f trustees 
is  to  represent the a sp ira tio n  o f the u n iv e rs ity  to  the supporting con­
s titu e n ts  and to  serve as a p ro te c tive  b u ffe r between the u n iv e rs ity  
and the cons tituen ts . . . . "  (4) Another fu nc tio n  o f the board is  to
"delegate a u th o rity  fo r  achieving the ob jec tives  o f the u n iv e rs ity  to  
o the r persons. . . ."  (Hammill, 1971, pp. 1, 2)
L is ts  have been form ulated enumerating trus tee  re s p o n s ib il i t ie s . 
For the purpose o f th is  study a composite l i s t  o f twenty re s p o n s ib il i­
t ie s  has been compiled from eleven authors: (1) de fine  purposes and
o b je c tive s , (2) determine in s t itu t io n a l programs, (3) appoint fa c u lty  
and s ta f f ,  (4) maintain physical p la n t, (5) approve purchase o f  equip­
ment, (6) approve budget and provide necessary finances fo r  opera tion , 
(7) in te rp re t in s t itu t io n  to  the p u b lic , (8) evaluate the in s t i t u t io n ,  
(9) e le c t the president, (10) term inate the p res iden t, (11) deal w ith  
major problems, (12) provide new f a c i l i t i e s ,  (13) serve as cou rt o f 
la s t  appeal, (14) s tim u la te  change, (15) provide governance, (16) set 
s a la r ie s , (17) es tab lish  p r io r i t ie s ,  (18) delegate a u th o r ity , (19) pro­
v ide in s p ira tio n  and s p ir i tu a l love , and (20) negotia te  major sales 
and purchases (Axelrod, 1977, p. 3; Burgess, 1958, pp. 399, 400;
E l l io t ,  1908, pp. 6, 7, 30; F ra ley, 1971, p. 1; Godfrey, 1971, p. 34; 
Hammill, 1971, pp. 1-4; H u ll,  1974, pp. 534, 535; Rauh, 1969, pp. 2, 
6 -9 ; S e llin g e r, 1975, p. 73; Yenerich, n .d . ;  Zwingle, 1975, p. 9 ).
Those re s p o n s ib il it ie s  most frequ en tly  mentioned were:
(1) de fine  purposes and o b je c tiv e s , (2) determine in s t itu t io n a l
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programs, (3) approve the budget and provide necessary finances fo r  
opera tion , and (4) e le c t the p res iden t.
In order to  function  e f fe c t iv e ly ,  a trus tee  must not only 
understand the re s p o n s ib il it ie s  o f a trus tee  but must a lso understand 
the ro le  and fu nc tio n  o f h igher education in  soc ie ty . Bums sta tes 
th a t most educators would summarize th a t ro le  o r fun c tio n  in  f iv e  
p a rts .
1. Repository o f knowledge (through i t s  l ib r a r y ,  museum, 
pro fessors, e tc .)
2. D iscoverer o f new knowledge (through i t s  research 
experim entation, c o d if ic a t io n , e tc .)
3. Dispenser o f knowledge (through i t s  teach ing, counseling, 
gu id ing , e tc .)
4. Provider o f community serv ice  (through i t s  c l in ic s ,  con­
ferences, area s tud ies , e tc .)
5. Promoter o f world understanding (through the above four 
fu n c tio n s , plus i t s  exchange o f students and fa c u lty  
w ith  fo re ign  in s t itu t io n s ) .
(Burns, 1966, pp. 133, 134)
To these the C hris tian  in s t i tu t io n  must add a s ix th  ro le  or 
fu n c tio n :
True education means more than the pursual o f a ce rta in  
course o f study. I t  means more than a preparation fo r  
the l i f e  th a t now is .  I t  has to  do w ith  the whole being 
and w ith  the whole period o f existence possib le to  man.
I t  is  the harmonious development o f  the p h ys ica l, the 
mental and the s p ir itu a l powers. I t  prepares the s tu ­
dents fo r  the jo y  o f service  in  th is  w orld , and fo r  
h igher jo y  o f wider serv ice  in  the world to  come.
(W hite, 1903, p. 13)
Bums fu r th e r  states th a t "Armed w ith  an understanding o f the 
func tion  o f h igher education genera lly  and h is in s t i tu t io n  p a rticu ­
la r ly ,  the tru s te e  can b e tte r comprehend what is  expected o f him and 
govern sym pa the tica lly , w ise ly  and ju s t ly "  (Bums, 1966, p. 134).
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There is  no g rea te r experience th a t can be o ffe red  to a c i t i ­
zen o f  th is  country than to  guide the de s tiny  o f  h igher education 
(Herron, 1969, p. x v i) .
I t  has been p rev ious ly  stated th a t th is  study is  based on the 
study commissioned by the Association o f Governing Boards o f  U n ive rs i­
t ie s  and Colleges and th a t the twelve tru s te e  re s p o n s ib il it ie s  as 
l is te d  by John W. Nason are used as the norm fo r  th is  research.
To Appoint the President
According to Ruml and Morrison (1959) the president o f a 
l ib e ra l co llege is  the "c h ie f executive" o f  the in s t i tu t io n  and a t 
the same time is  the "h ighest personal symbol o f the co llege—to the 
p u b lic  gene ra lly , and s p e c if ic a lly  to the alumni and parents, to the 
o f f ic e rs  and trustees o f o ther educational in s t i tu t io n s ,  to le g is la ­
t iv e  and other pub lic  bodies" (p. 4 ).
I t  is  essentia l then th a t the r ig h t  man be chosen as president. 
Se lecting  a president is  o ften  considered to  be the most c r i t ic a l  
ac tio n  o f a board o f trustees (Blue, 1963; Burgess, 1958; Burns, 1966; 
Godfrey, 1971; Herron, 1969; Mage, 1973; Rauh, 1964; Wicke, 1962).
This choice is  important fo r  several reasons: (1) I t  is  important
th a t trustees see th a t the u n iv e rs ity  is  run w ell by someone else and 
no t t r y  to  run i t  themselves (Wicke, 1962, p. 22). (2) The in fluence
o f the president upon h is  o r her own in s t i tu t io n  and then the cumula­
t iv e  in fluence  o f  a l l  in s t itu t io n s  o f h igher education make i t  impera­
t iv e  fo r  the se lection  o f the f in e s t possib le  co llege o r u n iv e rs ity  
p resident (Burns, 1966, p. 134). (3) The source o f in s t itu t io n a l
energy is  most probably in  the centra l a dm in is tra tion  o f any in s t itu t io n
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— i f  not in the person o f the p res iden t, then in  the combination o f 
persons has chosen to  comprise the a dm in is tra tive  team (Zwingle, 1976,
p. 33). (4) I t  is  the president who must lead o r provide fo r  leader­
ship (Zwingle, 1976, p. 33). (5) A strong president a ttra c ts  a strong
board. Nothing is  more important to a president o r to  a co llege or 
u n iv e rs ity  than a t r u ly  e ffe c tiv e  board (Zwingle, 1976, p. 33).
Regarding the importance o f a u n iv e rs ity  president Hesburgh 
(1979) quotes from the 1963 Godkin Lectures a t Harvard presented by 
C lark Kerr. Hesburgh best described the d i f f ic u l t ie s  facing a p re s i­
dent.
The u n iv e rs ity  president in  the United States is  
expected to  be a fr ie n d  o f the students, a colleague o f
the fa c u lty , a good fe llo w  w ith  the alumni, a sound
adm in is tra to r w ith  the tru s te e s , a good speaker w ith  the 
p u b lic , an astu te  bargainer w ith  the foundations and the 
federal agencies, a p o li t ic ia n  w ith  the s ta te  le g is la tu re , 
a fr ie n d  o f in d u s try , labor, and a g r ic u ltu re , a persuasive 
diplomat w ith  donors, a champion o f education g e ne ra lly , 
a supporter o f  the professions (p a r t ic u la r ly  law and 
m edicine), a spokesman to the press, a scholar in  h is  own 
r ig h t ,  a pub lic  servant a t the s ta te  and national le v e ls , 
a devotee o f opera and fo o tb a ll e q u a lly , a decent human 
being, a good husband and fa th e r, an a c tive  member o f a 
church. Above a l l ,  he must enjoy tra v e lin g  in  a irp lanes , 
eating h is  meals in  p u b lic , and attending public cere­
monies. . . .
He should be f irm , ye t g e n tle ; sens itive  to o thers, 
in se n s itive  to  h im se lf; look to  the past and the fu tu re , 
ye t be f i rm ly  planted in  the present; both v is io n a ry  and 
sound; a ffa b le , ye t re f le c t iv e ; know the value o f  a d o lla r  
and re a liz e  th a t ideas cannot be bought; in s p ir in g  in  h is 
v is io n s , y e t cautious in  what he does; a  man o f p r in c ip le , 
ye t able to  make a deal; a man w ith  broad perspective who 
w i l l  fo llo w  the d e ta ils  consc ien tious ly ; a good American, 
but ready to  c r i t i c iz e  the sta tus quo fe a r le s s ly , a seeker 
o f tru th  where the tru th  may not h u rt too much; a source 
o f pub lic  p o lic y  pronouncements when they do not re f le c t  
on h is own in s t i t u t io n .  He should sound l ik e  a mouse a t 
home and look l ik e  a l io n  abroad. He is  one o f the mar­
g ina l men in  a democratic soc ie ty—o f whom there are many 
others—on the margin o f many groups, many ideas, many 
endeavors, many c h a ra c te r is tic s . He is  a marginal man, 
but a t the very center o f the to ta l process, (p . 4)
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There is  no formal or u n iv e rs a lly  prescribed way in  which 
presidents o f in s t itu t io n s  are chosen. The process usua lly  depends 
upon the c o n s titu tio n  and tra d it io n s  o f the p a r t ic u la r  in s t i tu t io n  
(Burgess, 1958, p. 400). Since th is  is  the most im portant responsi­
b i l i t y  o f a board there should be a w ritte n  p o lic y  w ith  procedural 
gu ide lines and th is  should be done p r io r  to  the time the board is  
faced w ith  the re s p o n s ib ility  to  se le c t and h ire  a president (Mage, 
1973, p. 15).
Mage (p. 16) fu r th e r  presents the fo llo w in g  general p r in c ip le s  
fo r  the process o f se lecting  a co llege  o r u n iv e rs ity  president.
1. Estab lish  a p re s id e n tia l screening committee
2. Select a screening committee which represents a l l  segments 
o f the campus community and the co llege d is t r ic t
3. L im it the size o f  the screening committee. A minimum o f 
seven members or a maximum o f f if te e n
4. Define the duties and re s p o n s ib il it ie s  o f the screening 
committee and the board o f trus tees. The committee and 
the board should operate in  s t r i c t  confidence
5. Train committee members fo r  the task
6. Estab lish  a budget
7. Provide a time schedule
8. Announce the po s ition
9. Provide the candidates w ith  the la te s t in s t itu t io n  
inform ation
10. Research the candidates
11. In te rv iew  in  depth the f in a l candidates as an e n tire  
board
12. Estab lish  eva luative  c r i t e r ia  fo r  use by the board and 
screening committee
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13. Hold in te rv iew s w ith  persons o the r than the candidates
14. Meet and in te rv ie w  the spouses
Many check l i s t s  have been devised to  a id  in  the se lec tion  o f 
a co llege o r u n iv e rs ity  p res ident. The l i s t  according to  Bums (1966, 
pp. 135, 136) is  rep resen ta tive  o f most l i s t s .  He says the candidate 
must have (1) a sound education, p re fe rab ly  cu lm inating in  one o r more 
earned doc to r's  degrees ; (2) some tra in in g  in  a scho la rly  d is c ip lin e , 
in  pedagogy, and in  adm in is tra tion ; (3) experience as a fa c u lty  member 
and an a d m in is tra to r, hope fu lly  in  h igher education; (4) done son» 
tra v e l,  research, and w r it in g ;  (5) a p leasing appearance, temperament, 
and pe rsona lity  and be vigorous and in  sound he a lth ; (6) a well-rounded 
grasp o f the w orld s itu a t io n , education, g e n e ra lly , and higher educa­
t io n ,  s p e c if ic a l ly ;  (7) the leadership s k i l l s  o f being able to  address, 
in flue nce , and secure ac tio n  from both la rge  and small groups; (8) per­
sonal in te g r i ty ,  moral s treng th , good w i l l ,  and an o p tim is t ic  ou tlook; 
and (9) the a b i l i t y  to  be a "man o f management" as well as a "man o f 
le a rn in g ."  In a d d it io n , (10) he should want the jo b .
Rauh (1960) adds another fa c to r  th a t should be considered—
the candidate 's w ife .
The w ife  p lays a v i ta l  ro le  on the campus in  the heavy 
schedule o f  e n te rta in in g , as w ell as the ro le  she chooses 
to  take in  the  a c t iv i t ie s  o f the surrounding community.
She must a lso  e s ta b lish  and m aintain re la tio n sh ip s  w ith  
the fa c u lty  and th e ir  w ives, w ith  tru s te e s , w ith  pros­
pective donors, and w ith  students and th e ir  parents. In 
a l l  o f th is  she has an important in fluence  in  e s ta b lish ­
ing the nature o f  the presidency, (p . 15)
Wicke (1957) adds th a t in  choosing a president the committee 
"ought never to  a llo w  i t s e l f  to be hu rried  in to  a nom ination,—nor 
ought the committee a llow  i t s e l f  to  be pressured by any group to
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nominate anyone's 'fa v o r i te ' candidate" (pp. 28, 29). Wicke fu r th e r  
s ta tes  th a t the nature o f the person to be sought as president should 
be determined to a degree by answering such questions as:
1. What is  the present po s itio n  o f  the co llege  in  re la t io n  
to  the constituency, c lie n te le  and the academic world in  
general ?
2. What p a r t ic u la r  emphases are needed by the in s t itu t io n  
both fo r  the immediate fu tu re  and fo r  long range develop­
ment?
3. Where may the appropria te  person be found to  meet these 
demands—on the campus o f the co llege  i t s e l f ,  or another 
campus, o r in  some d if fe re n t  f ie ld  o f  endeavor?
A ll o f th is  means th a t d if fe re n t  types o f presidents may be 
needed a t d i f f i c u l t  times in  the l i f e  o f  the in s t itu t io n .
(p . 28)
To Support the President 
The board appoints and the board may dispose o f  the president
but w h ile  in  o f f ic e  the president deserves the f u l l  support o f  the
board. There w i l l  be d iffe re nce s , shortcomings, and weaknesses, but 
th is  is  "fam ily  interchange" and should be so held unless the p e rfo r­
mance o f the president reaches a po in t where formal action by the board 
is  requ ired  (Pocock, 1974, p. 4 ).
Pocock fu r th e r  sta tes the board must remember th e ir  eva luation 
o f the  p res iden t's  performance "must re ta in  a broad long-range view.
The p res id en t's  job  is  m u lti- fa ce te d , demanding, and runs 24 hours, 
seven days a week" (Pocock, 1974, p. 4 ). Everything simply cannot be
done a t  once and p r io r i t ie s  must be se t.
A dm in is tra tive  leadership is  subjected to  great pressures 
from diverse fo rces—from fa c u lty  and s ta f f ,  from the com­
m unity , from professional groups, from unions, and many 
more. To w ithstand th is  pressure requ ires  strong q u a lit ie s
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in  the adm in is tra to rs  selected and ju s t  as much support 
as can be mustered in  th e ir  beha lf by the trustees.
(Robbins, 1974, p. 2)
In discussing the support o f the president Nason (1980) s ta tes:
The president is  pu lled  and buffe ted by c o n f lic t in g  expec­
ta tio n s  and demands,—the president w i l l  need constant 
support and encouragement o f the tru s te e s , not ju s t  because 
he or she is  th e ir  agent w ith  the re s p o n s ib ility  o f ca rry ing  
out th e ir  wishes, bu t also because they, l ik e  the p res iden t, 
have the w ell-be ing  o f the whole in s t i t u t io n ,  and not ju s t  
pa rt o f i t ,  as th e ir  concern, (p. 2)
The president is  in  constant danger o f becoming everybody's 
ta rg e t. He o r she is  seen o ften  as the adversary o f  fa c u lty ,  students, 
alumni donors, and even trus tee s . Success o f the president depends on 
m ain ta in ing a con s truc tive  re la tio n s h ip  w ith  a l l  groups inc lud ing  the 
board. The academic president is  e s s e n tia lly  d if fe re n t from th a t o f 
o the r corporate executives. I t  is  more comparable to a p o l i t ic a l  ro le  
than corporate ad m in is tra tion . He or she persuades ra ther than exe­
cutes (Zw ingle, 1975, p. 23).
To provide e ffe c t iv e  support the board must give the president 
the necessary ad m in is tra tive  backing needed to  ca rry  out the approved 
program (Nason, 1980, p. 2 ). I t  must a lso show concern fo r  the health 
and effectiveness o f  the p res iden t, keeping a watchful eye on h is or 
her physical and emotional w e ll-b e in g , keeping a watchful eye fo r  signs 
o f  exhaustion, in s is t in g  on adequate vacations and ho lidays, and pro­
v id in g  time fo r  re la xa tio n  and re f le c t io n  (Ingram, 1980, p. 30).
To Assess the P resident's  Performance
Closely re la ted  to  the ro le  o f the board in  the appointment 
and support o f a president is  the re s p o n s ib il ity  o f keeping a constant 
watch on the q u a lity  and performance o f h is o r her adm in is tra tion
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(Ingram, 1980, p. 30). The re s p o n s ib ility  o f  the board cannot end 
w ith  a p res iden tia l choice and appointment. There must be a constant 
re -eva lua tion  o f  the p res iden t and the p re s id e n t's  adm in is tra tion  
(B lue, 1963, p. 280). Nason adds th a t the board has not only the 
r ig h t  but the "o b lig a tio n  to make sure th a t i t s  p o lic ie s  are being 
f a i t h f u l ly  ca rried  o u t" (Nason, 1980, p. 3 ).
As c h ie f executive o f f ic e r  o f a u n iv e rs ity  o r co llege , the 
president is  the "h ighest personal symbol o f  the co llege . . . . "  I t  
is  the p res iden t's  re s p o n s ib il i ty ,  th e re fo re , to  ca rry  out the d ec i­
sions o f the trustees and to " re f le c t  in  ta n g ib le  and in ta n g ib le  ways 
the ambitions o f the trus tees  fo r  the performance and service o f  the 
co llege" (Ruml & M orrison, 1959, pp. 4, 5).
The president cannot make the trustees do anyth ing; . . .
He can, however, cause these people to  do a great dea l, 
and i f  he is  a good p res iden t, he does; but whether he 
does o r not depends on th e ir  d a ily  vote o f  confidence.
(Kenney, 1959, p. 430)
The importance o f  eva luating the p res iden t is  in te re s t in g ly
expressed by Rauh:
In the course o f d iscussing the tru s te e 's  re la tionsh ips  
w ith  the p res iden t, a h igh ly  experienced regent o f a 
la rge  s ta te  u n iv e rs ity  was asked what importance he placed 
upon the board's fu n c tio n  in  evaluating the p res iden t's  
performance. "Why," he re p lie d , "the f i r s t  item on every 
agenda should be whether to  f i r e  the p re s id e n t."  By th is  
c o lo r fu l overstatement he was making p la in  h is view th a t 
eva luation is  not o n ly  an essentia l du ty but a continuing 
one. (Rauh, 1969, p. 22)
Although the o b lig a tio n s  o f  a board o f  trustees to evaluate 
the q u a lity  o f management o f a president may no t d i f f e r  in  p r in c ip le  
from the s im ila r  task o f the corporate board o f  d ire c to rs  eva luating 
the c h ie f executive o f f ic e r ,  the job  o f the co llege  trustees is  much 
more d i f f i c u l t .
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Corporate management has ce rta in  o b je c tive s : volume o f
sa les , net p r o f i t ,  percent o f  market, technological devel­
opment. Achievement can be measured in  concrete terms— 
not so the co llege . The essentia l a c t iv i t y  o f the un ive r­
s i t y  takes place in  the minds o f  men—the ideas produced 
by the scho lar's  in t e l le c t  and th e ir  communication to  the 
minds o f  students are not susceptib le  to  comparison w ith  
fix e d  standards. ( Ib id . )
Zwingle po in ts ou t th a t in  the 1970s the eva luation  o f p re s i­
dents was becoming a m atter o f increasing in te re s t and th a t e ffo r ts  
to  evaluate be "reasonable and r e a l is t ic "  was im portant. This obser­
va tion  can be approp ria te ly  ca rr ie d  in to  the 1980s. Just as board 
members "cannot embody a l l  the v ir tu e s ,"  n e ith e r can presidents.
Zwingle fu r th e r  sta tes th a t there  are
. . . two c lea r but e lus ive  standards fo r  eva luation  o f 
p res iden ts : (1) whether the o f f ic e  is  being conducted
according to understanding reached a t the time o f 
appointment; (2) whether the balance o f the in s t i tu t io n  
is  m aintaining v i t a l i t y .  (1975, p. 24)
In evaluating the p res iden t, trustees must not expect perfec­
t io n ,  " ju s t  competent e f f o r t  and honest accounting o f stewardship" 
(Hesburgh, 1979, p. 10). Hesburgh fu r th e r  s ta tes th a t trustees should 
expect o f  the president "Honesty and c la r i t y  o f  purpose, even when the 
trus tees may not agree. Disagreement there o ften  may be between a 
pres iden t and his tru s te e s , but never d e c e it."  Another p o in t Hesburgh 
makes is  th a t "the p res iden t must re s is t  when trustees in te r fe re  in  
the adm in is tra tion , a ttem pting to  govern ra th e r than insure good 
government. . . .  A s p i r i t  o f  confidence on the pa rt o f  a president 
begets confidence on the p a rt o f tru s te e s ."  Blue makes the same p o in t: 
"Trustees should not manage the school, but they should be sure i t  is  
being s a t is fa c to r i ly  managed" (1963, p. 280).
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In evaluating the p res iden t, trustees need to  be mindful th a t 
they are also evaluating themselves, both as to  judgment in  the o r ig ­
ina l appointment and in  th e ir  own performance during the tenure o f the 
president (Zwingle, 1975, p. 24).
Evaluating the p res iden t must be taken s e r io u s ly ; i t  should be
continual and not ju s t  a t a tim e c rises  (Rauh, 1969, p. 23).
When a president can no longer measure up to  what is  expected
he o r she must be removed. T h is , too , is  the re s p o n s ib il i ty  o f the
trustees (Robbins, 1974, p. 2 ) .
To C la r ify  the Mission
" . . .  One o f the d is ru p tiv e  forces in  h igher education today 
is  confusion o f purposes. In s t itu t io n s  cannot be a l l  th ings to a ll  
people" (Nason, 1974, p. 17). I t  is  essentia l fo r  each in s t itu t io n  to 
decide i t s  m ission. In f a i l in g  to do so i t  w i l l  lose  i t s  sense o f 
d ire c tio n  and w i l l  not be ab le  to accomplish i t s  maximum.
Every co llege was created fo r  one or more s p e c if ic  purposes. 
Some were created to provide lib e ra l education; o thers te ch n ica l- 
vocational education. Some stress graduate education and research; 
others are b a s ic a lly  undergraduate or teacher o rie n te d . Some are 
re g io n a l, others national o r in te rn a tio n a l in  scope. Some are r e l i ­
gious o rien ted  o r p r iv a te , o thers s ta te  operated o r p u b lic .
The f i r s t  th ing  an in s t i t u t io n  needs to  do to  s ta r t  on 
a conspicuously higher course is  to  s ta te  c le a r ly  where 
i t  wants to  go, whom i t  wants to  serve, and how i t  ex­
pects those who serve d ir e c t ly ,  as well as so c ie ty  a t 
la rg e , to  b e n e fit from the se rv ice . Unless these are 
c le a r ly  s ta ted , an in s t i t u t io n  cannot approach i t s  o p t i ­
mum performance. (G reenleaf, 1974, p. 25)
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"Francis C. Pray, management consu ltan t, suggests th a t one way 
o f taking a fresh  look a t the m ission o f an in s t i tu t io n  is  to  ask what 
d iffe rence  i t  would make i f  the in s t i tu t io n  in  existence ceased to 
e x is t"  (c ite d  in  Nason, 1974, p. 17). In th is  day o f dw indling 
resources each u n iv e rs ity  and co llege  should be able to  ju s t i f y  i t s  
existence in  terms o f  con tribu tio ns  to  soc ie ty  (Nason, 1980, p. 4 ).
The fo rm u la tion  o f a statement o f  m ission and c la r i f ic a t io n  
o f purpose should be a jo in t  e n te rp rise  invo lv ing  tru s te e s , fa c u lty , 
and a d m in is tra tion . The major burden o f a r t ic u la t in g  a statement o f 
mission l ie s  w ith  the fa c u lty  and the a d m in is tra tio n , since they are 
the p ro fess iona ls  and know what teaching and scholarship is  a l l  about. 
However,
For the most p a rt fa c u lty  members are not much concerned 
w ith  the broader aspects o f  educational purpose; th e ir  
a tte n tio n  is  understandably focused on th e ir  own f ie ld  
o f teaching and research, and they become exercised over 
u ltim a te  goals on ly when in s t i tu t io n a l purposes in te r fe re  
w ith  th e ir  work. Presidents and deans, who are concerned
w ith  the la rg e r issues o f education, are l ik e ly  to  be so
preoccupied w ith  the immediate problems o f in s t itu t io n a l 
l i f e  th a t they postpone considera tion  o f  what may be the 
more im portant but seemingly less urgent issues.
The board should not t r y
. . .  to  w r ite  such a statement o f m ission, but i t  should 
in s is t  th a t adm in is tra tive  o f f ic e r s ,  fa c u lty ,  and others 
do so. The board can then approve the statement, d ra f t  
i ts  own version fo r  consideration by fa c u lty  and aàn in is - 
t ra t io n  o r  send i t  back fo r  re v is io n s . ( Ib id . )
In a time when there is  so much f lu x  in  higher education, 
purposes o f  an in s t i tu t io n  ought to  be reviewed and c la r i f ie d  period­
ic a l ly .  I t  is  the re s p o n s ib ility  o f  the board o f trustees to see
th a t th is  is  done, th a t there is  a c le a r statement o f  purpose " in  
w rit in g  to  which every trustee  can honestly subscribe and th a t every
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fa c u lty  member w i l l  recognize as s e ttin g  the d ire c tio n  o f the in s t i ­
tu t io n "  (Nason, 1974, p. 18).
Speaking to  a group o f  church adm in istra to rs and co llege
presidents o f  the Seventh-day A dventis t church, Robert Gale, president
o f the Association o f Governing Boards o f U n ive rs itie s  and Colleges
(1977), s ta ted :
I said in  a speech . . .  to  a l l  the pub lic  trus tees in  the 
State o f  Pennsylvania th a t  I  thought th a t the in s t i tu t io n  
th a t d id  not have a w e ll-d e fin e d , w e ll-th o ug h t-o u t, w e ll-  
sta ted mission is  not going to  survive in  the nineteen 
e ig h tie s . You a l l  have th is  advantage o f knowing what your 
m ission is ,  and you ought to  be sure you s ta te  i t  and s ta te  
i  t  wel1.
The mission or purpose o f Andrews U n ive rs ity  as stated in  the 
Andrews U n ive rs ity  Working P o licy  and Faculty Handbook is  to
1. Estab lish and provide q u a lity  education in  the a r ts , 
sciences, voca tiona l, p re -p ro fess ion , and professional education fo r  
the youth o f the Seventh-day A dventis t church.
2. Maintain a campus environment favorable fo r  the s p ir i tu a l ,  
in te l le c tu a l,  social and physical development o f  students.
3. Encourage students to  dedicate themselves to  the service  
o f God and humanity and to  prepare themselves fo r  such service in  the 
church.
4. Inculcate moral p r in c ip le s  and e th ica l behavior patterns 
o f  the C h ris tian  fa i th  as understood by the Seventh-day Adventist 
church.
5. Serve as a center where teachers and students can engage 
in  the " jo in t  p u rsu it, d iscove ry , eva lua tion , organ iza tion  and dissem­
in a tio n  o f knowledge . . . "
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5. Help students l iv e  c re a tiv e ly , respons ib ly , and achieve 
personal fu l f i l lm e n t  in  co n tr ib u tin g  to soc ie ty  and to  the church.
7. Serve as a tra in in g  and research center fo r  the world-wide 
a c t iv i t ie s  o f the Seventh-day A dventis t Church.
To Approve Long-Range Plans
Long-range plans are the s tra teg ies  fo r  achieving the missions 
o f the in s t i tu t io n .  There is  no question o f  the importance o f such 
p lanning. However, " .  . . pressure o f  immediate problems has de flec ted  
many a d m in is tra tive  teams from drawing up long-range plans. . . .  In a 
period o f dec lin ing  resources, however, the need fo r  long-term p ro je c ­
tio n s  becomes a l l  the more urgent" (Nason, 1980, pp. 4, 5).
One o f the most serious oversights in  h igher education 
has been the lack o f  adequate planning fo r  the fu tu re .
U n til there is  such p lanning, and u n t i l  i t  is  trans la ted  
in to  a "blue p r in t  fo r  tomorrow," even the best develop­
ment plans are severely lim ite d . (Burns, 1966, p. 125)
Any e f fo r t  by a board o f  trustees toward s e lf-s tu d y , renewal, goal 
s e tt in g , and change w itho u t a d ire c t re la tio n s h ip  to  in s t itu t io n a l 
s e lf-s tu d y , renewal and long-range p lanning, is  an exercise in  "perpe­
tua l m otion." S e lf-s tudy  and long-range planning today is  an a r t  o f  
adm in is tra tion  (Frantzreb, 1970, pp. 3, 4 ).
Long-range planning fo r  colleges and u n iv e rs it ie s  is  a complex 
and im portant area but is  very d i f f i c u l t  to  deal w ith  both in  concept 
and in  actual p ra c tice . I t  is  l i t t l e  wonder then th a t i t  is  seldom 
done o r is  done poorly . Too o ften  colleges and u n iv e rs itie s  have 
reacted to in te rna l and external influences and pressures in  the 
absence o f c a re fu lly  developed plans and have wasted both physical 
and fin a n c ia l resources (Inman, 1971, p. 1).
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The re s p o n s ib ility  o f  d ra ftin g  long-range plans is  not th a t o f 
the board o f  trustees but o f  the adm in is tra tion . The board's respon­
s ib i l i t y  is  to  see th a t i t  is  done in  terms which they can approve 
(Ingram, 1980, p. 35). According to  Stuhr (1977),
Whether we c a ll i t  an academic b lu e p r in t, an educa­
tio n a l long-range plan o r a master plan fo r  in s t itu t io n a l
advancement, what we are ta lk in g  about is  a program o f 
action  to  achieve the h ighest des tin ies  o f our colleges 
and u n iv e rs it ie s , (p. 31)
He fu r th e r  sta tes th a t
. . . planning is  genuine, and not done ju s t  as a back­
drop fo r  fund ra is in g , . . . planning is  concerned w ith  
ideas and idea ls , ra th e r than d o lla rs , . . . p lanning is  
done by the e n tire  in s t i t u t io n —not ju s t  the adm in is tra ­
t io n . . . . Each p ro je c t in  the b lu e p rin t is  re la ted  to 
the meaning o f the in s t i tu t io n  as a whole. . . .  An 
academic b lu e p rin t is  an expression o f the elements which 
make up a college o r u n iv e rs ity —people, courses, b u ild ­
ings, programs—put together in  a lo g ica l way to  show 
where the in s t itu t io n  has been, where i t  stands now, 
where i t  should go, and what i t  w i l l  take to  get there .
( Ib id . )
Inman (1971) l i s t s  f iv e  o f what may be considered the most 
im portant elements o f p lann ing:
- Estab lish ing goals and ob jectives both in  broad terms
and then more s p e c if ic a l ly  w ith in  those parameters
- Designing the programs needed to  accomplish ob jec tives 
and reach goals
- Ensuring the actual b e n e fits—in  cost and o the r terms 
—to be derived from achievement o f goals
-  Reviewing and m odifying plans to  f i t  the changing 
socia l and educational environment
- In vo lv in g , to the g rea tes t extent p ra c t ic a l,  the
people who are d ir e c t ly  concerned in  fo rm u la ting
plans fo r  th e ir  areas.
(Inman, 1971, p. 1)
Bums (1966) a lso s ta te s : "Once made, long-term  plans should
be received and revised; the b lu e p rin t should, l ik e  the budget, be 
considered a f le x ib le  guide" (p. 125).
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To Approve the Educational Program 
I t  has been the conventional p rac tice  in  the tw entieth century 
th a t trus tees are responsible fo r  the finances, physical p la n t, and 
community re la tio n s  o f an in s t i tu t io n  and should leave the business 
o f education to  the adm in is tra tion  and fa c u lty .  Regarding th is  Nason 
sta tes " th is  is  nonsense" (1980, p. 5 ). He emphasizes th a t i f  the 
u lt im a te  m ission and long-range plans are the re s p o n s ib ilit ie s  o f  the 
trus tees  and i f  the educational program is  a v i ta l  pa rt o f an academic 
in s t i t u t io n ,  then the trustees must be u lt im a te ly  responsible fo r  the 
educational program. He reasons fu r th e r ,  How can the trustees approve 
a budget and bu ild ings and grounds i f  they do not know what they w i l l  
be used fo r  and have not had some say in  the matter?
Contemporary education is  not s ta t ic .  I t  is  ever changing,
and to  keep pace w ith  these constant changes i t  must be modified f r e ­
quently to  p lay i t s  ro le  adequately. The board o f  trustees, to be 
e ffe c t iv e  and to  f u l f i l l  th e ir  re s p o n s ib il i t ie s ,  must be aware o f  what 
is  happening, what is  being done, and what should be done, and be 
w il l in g  to  take appropriate actions (Bums, 1966, p. 88).
Gunner (1972) also s ta te s : "Know th a t in  today's world there
is  an immense ammount o f s h if t in g  about. . . . I t  is  up to trustees to
understand how times do change" (p. 60).
"The academic in s t i tu t io n  has one primary func tio n , the educa­
t io n  o f  students. The functions o f research and pub lic  service are 
accepted as secondary" (Zw ingle, 1975, p. 25). This being the case, 
trus tees need to  exercise th e ir  r ig h ts  and ob lig a tio n s  by fo rm u la ting  
educational p o lic ie s  under which the in s t i tu t io n  operates and then 
keep c lose  contact w ith  the academic program (Burns, 1966, p. 88).
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Ruml (1959, p. 6) makes a s im ila r  p o in t:
The teaching program o f a l ib e ra l co llege is  n o t, and 
cannot be, a m atter fo r  determ ination by each in d iv id u a l 
member o f a fa c u lty .  . . . The program leading to  the 
degree is  the curricu lum , and fo r  th is ,  too , the tru s ­
tees are responsib le , . . . the re s p o n s ib ility  remains 
w ith  the trus tees who have the degree awarding power.
Trustee members are g ene ra lly  more o b je c tive  about in s t i tu ­
tio n a l programs than most fa c u lty  o r s ta f f .  Burns (1966, p. 88) 
l is t s  s ix  reasons fo r  th is :
1. They are off-campus and in  community
2. They are not involved in  the day-to-day operation
3. They see the to ta l in s t i tu t io n a l program, not a 
s ing le  p a rt
4. They are laymen o r g e ne ra lis ts  w ithout a lleg iance  
to  a scho la rly  d is c ip lin e  o r department
5. They know the needs (occupational and p ro fess iona l) 
o f  the community
6. They know the pub lic  sentiment and reaction  to  the 
in s t i tu t io n  and i t s  programs.
Therefore,
. . . trustees are in  a favorab le  p o s ition  to  ask p e r t i ­
nent questions, make p ra c tic a l proposals, argue fo r  sound 
perspectives, and decide upon p o lic ie s  th a t reac t to  the 
best in te re s ts  o f  the in s t i t u t io n ,  the community, and the 
persons invo lved. ( Ib id . ,  pp. 88, 89)
Two cautions should be noted w ith  regard to the board's res­
p o n s ib il i ty  fo r  educational programs.
F i r s t ,  w h ile  the board has the  f in a l a u th o rity , i t  should
l is te n  very c a re fu lly  to  the recommendations o f the p re s i­
dent. . . . The president was selected fo r  h is o r her com­
petence as a professional educator. Presidents are not 
in f a l l ib le ,  and they sometimes barge o f f  in  the wrong 
d ire c t io n . Most o f  them, however, know more about educa­
tio n  in  general and the in s t i tu t io n  in  p a r t ic u la r  than does 
the average trus tee  or regen t, th e ir  actions should be 
supported unless they are c le a r ly  wrong. Second, trustees 
should not meddle w ith  the cu rricu lum . The courses to  be 
taught and th e ir  content are the re s p o n s ib ility  o f  the 
fa c u lty .  Trustees may decide fo r  o r against a department 
o f  music. Having decided fo r  i t ,  they should leave the 
dec is ion  on what should be taught to  the fa c u lty . (Ingram,
1980, p. 37)
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Bell (1956, pp. 353-61) o ffe rs  a s im ila r  argument.
Trustees cannot abdicate a l l  concern w ith  educational 
matters—they have the r ig h t—and in  fa c t the duty—to 
determine what kind o f education sha ll be o ffe red . . . .
But once o v e ra ll p o licy  is  decided i t  ought to  be true 
th a t the educational experts should determine how the 
po licy  is  to  be implemented.
I t  is  the  common custom fo r  trustees to  assign to fa c u lt ie s  
the process o f admission, methods and l im its  o f  in s tru c tio n , the 
d a ily  routine o f  the classroom, the adm in is tra tion  o f a p a r tic u la r  
d is c ip lin e , and the immediate operation and supervision o f academic 
l i f e .  "Trustees should never in te r fe re  w ith  matters once consigned 
to  a fa cu lty  by s ta tu te  or custom, unless in  the way o f in q u iry  or 
informal suggestion, o r exercise any powers delegated to a fa c u lty "  
( E l l io t ,  1908, p. 31).
The preceding being the case, i t  is  essentia l tha t there be 
a close and fra n k  communication between the president and the tru s te e s , 
and an ongoing communication among trus tee s , adm in is tra to rs , fa c u lty , 
and s ta f f .  "Trustees should welcome the opportun ity  to discuss school 
m atters, and fa c u lty  should be welcome to  jo in ,  provided i t  is  a l l  
done with the head present or w ith  his knowledge and approval"
(Gumnere, 1972, p. 60).
Various ways have proved successfu l, according to Rauh (1969, 
pp. 34-35), fo r  the fo s te rin g  o f be tte r mutual understanding between 
trustees and fa c u lty  and fo r  improving tru s te e  knowledge o f the educa­
tio n a l programs o f the in s t itu t io n .  For example,
1. J o in t committees where both trustees and fa c u lty  work
together on a common problem have usually  produced a sounder decision
in  a se tting  o f  mutual understanding and concern.
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2. V is it in g  committees have been used to bring the board in to  
c lose r touch w ith  various aspects o f the educational program as well 
as w ith  the teachers.
3. Social events have provided the most common contact between 
trustees and fa c u lty . Informal meetings in  the p res iden t's  home o r a t 
o ther socia l occasions provide fo r  an exchange o f concerns in  pleasant 
surroundings. By th e ir  very nature socia l meetings are usua lly  casual 
and sho rt. A tru s te e /fa c u lty  re tre a t can combine a w ork/socia l se ttin g .
4. Faculty presentations have been made d ire c t ly  before the
board o f trustees ra th e r than through the president o r a dean.
Since the board is  in  most in s t itu t io n s  an absentee group, 
and since there is  na tura l c u r io s ity ,  even d is t ru s t ,  o f 
the absentee who is  a lso a layperson, i t  is  wise fo r  the 
president to  arrange fo r  period ic  meetings o f representa­
tiv e s  o f both fa c u lty  and board. I t  is  a te s t o f c o n fi­
dence on a l l  sides when such an arrangement is  acceptable, 
but i t  should not become rou tine  p ra c tice . (Zw ingle, 1975, 
p. 25)
Zwingle (1975, pp. 25, 26) fu r th e r  discusses p riva te  conversa­
tions  between fa c u lty  and tru s te e s . Since th is  is  a p ra c tica l m atter 
and is  ce rta in  to  happen "the  real question is  whether every board 
member knows how to  avoid a seeming conmitment. "
Unless a board member has been delegated to  ta lk  p r iv a te ly  
w ith  a member o f  the fa c u lty ,  fo r  special reasons, he o r 
she can a c tu a lly  on ly  l is te n .  I f  the board member should 
o f fe r  an op in ion , i t  w i l l  almost c e r ta in ly  be accepted as 
o f f i c ia l ,  no m atter what the d isc la im ers . . . .  Of greatest 
importance is  the preservation o f the d is t in c t io n  between 
o f f ic ia l  representa tives and u n o f f ic ia l and personal 
exchanges. Easy fo r  some, impossible fo r  o thers.
I f  the p res iden t is  chosen fo r  competence as a professional 
educator, i f  he o r she is  to  in te rp re t both sides ( fa c u lty  and tru s ­
tees) to  each o th e r, preserving the confidence o f each, h is  o r her
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proposals and recommendations should be supported unless there are 
strong and compelling reasons not to  do so, and i f  the president is  
wrong too o fte n , the board should s ta r t  looking fo r  a new president 
(Nason, 1980, p. 6 ).
To Insure F inancia l Solvency
One o f the main problems facing higher education today is  
money. Higher education is  c u rre n tly  in  severe fin a n c ia l troub le  and 
i f  educational forecasters are co rrec t i t  w i l l  continue through the 
1980s (Bum s, 1966, pp. 116, 117; Nason, 1974, p. 16). During the 
past quarte r o f a century there  has been an accelerated increase o f 
enrollm ent, b u ild in g s , and budgets in  higher education—both p riva te  
and p u b lic . Now educational fo recasters  p re d ic t not only slower 
growth but a decline o f enrollm ent fo r  the next e ig h t to ten years, 
re su ltin g  in  g reater com petition fo r  students (Nason, 1974, p. 16).
This, along w ith  in f la t io n ,  unemployment, and less federa l and sta te  
aid to schools and students, is  ce rta in  to  present more serious fin a n ­
c ia l problems than u n iv e rs itie s  and colleges have faced in  recent years.
Since the board o f trustees has f in a l re s p o n s ib ility  fo r  the 
to ta l educational and operational program o f  an in s t i tu t io n ,  i t  must 
concern i t s e l f  w ith  the fin a n c ia l health o f the in s t i tu t io n  (Burns,
1966, p. 101; Ingram, 1980, p. 38; Nason, 1974, p. 16; Ruml, 1959, 
p. 13).
Boards o f trustees were f i r s t  appointed to  a s s is t the p re s i­
dent and professors in  handling the business and fin a n c ia l aspects 
o f th e ir  in s t i tu t io n .  However, since the establishment o f the f i r s t  
colleges in  America (1636), the fin a n c ia l operation o f educational
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in s t itu t io n s  has become big business (Bruns, 1966, p. 101). Operating 
expenditures fo r  some large u n iv e rs it ie s  are in  the hundreds o f m ill io n s  
o f  d o lla rs , i . e . ,  a 1979 report fo r  three Michigan u n iv e rs it ie s  are as 
fo llo w s : U n ive rs ity  o f Michigan ($501,149,000), Michigan S tate Univer­
s i t y  (5320,175,608), Wayne State U n iv e rs ity  (5176,070,199). Latest 
endowment fig u res  (Chronicle o f H igher Education, March 23, 1981, 
p. 6) show th a t the f iv e  in s t i t u t t i ons w ith  the la rges t endowments 
are : Harvard (51,584,580,000), U n iv e rs ity  o f  Texas (51,261,320,000),
Yale (5668,800,000), Stanford (5557,740,000), and Columbia U n ive rs ity  
(5553,000,000). The magnitude o f these fig u res  underscores the need 
fo r  . . as tu te  advice and assistance from the trustees in  formu­
la t in g  wise p o lic ie s  perta in ing  to  budgeting, finance, business and 
p la n t management" (Burns, 1966, p. 101).
Formulation o f the kind o f  f in a n c ia l and business p o lic ie s  to  
be employed by an in s t itu t io n  is  a re s p o n s ib il ity  o f the board. There 
is  no se t pa tte rn  o f fin a n c ia l operations th a t can be applied  to  a l l  
u n iv e rs it ie s  and co lleges. Even schools o f  s im ila r  s ize  and type are 
operated d if fe re n t ly  because o f a v a r ie ty  o f circumstances. Each 
school, however, should be run e f f ic ie n t ly ,  e f fe c t iv e ly ,  and economi­
c a lly  and on accepted, sound fin a n c ia l p rin c ip le s  (Bums, 1966, p. 102).
There is  no pa rt o f h igher education which does no t requ ire  
p lann ing. Rauh (1969, pp. 47-49) suggests th a t planning is  e sp e c ia lly  
essen tia l in  fo u r areas o f f in a n c ia l concerns: (1) budget, (2) campus
development, (3) p lan t maintenance and improvement, and (4) space 
u t i l iz a t io n  and services. Rauh (1969, pp. 61-70) discusses a f i f t h  
area where planning is  also e s s e n tia l, fund ra is in g —ob ta in ing  adequate 
income to  meet the in s t i tu t io n 's  f in a n c ia l needs.
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Areas fo r  considera tion  by a trus tee  as pa rt o f  h is  responsi­
b i l i t y  to  insure fin a n c ia l solvency are discussed below:
1. Budget
"Almost every item in  a budget fo r  year one has im p lica tions  
fo r  years two, th re e , fo u r and n. In most cases these im p lica tio n s  
can be predicted w ith  reasonable accuracy." This being the case, 
u n iv e rs it ie s  and colleges should p ro je c t th e ir  operating needs in to  
the fu tu re . Rauh suggests a plan fo r  a t le a s t f iv e  years, since a 
five -ye a r plan o f expenditures and income can be assured. Each year 
th is  p ro jec tion  needs to  be corrected in  the re la tio n s h ip  to  actual 
experience and one more year added to  the p ro jec tion  ( I b id . ) .
One o f the most im portant documents found on a co llege  campus 
is  the budget. In many ways i t  e ffe c ts  every one from the chairman 
o f the board to the newest teaching a ss is ta n t. Most u n iv e rs it ie s  and 
colleges seek to  a t t r a c t  fa c u lty  w ith  im agination, those who are pro­
gressive and t r y  to  develop forward-moving programs. The budget 
process re la te s  needs to  resources, and in  most cases the f i r s t  fa r  
exceeds the second (Rauh, 1969, p. 41).
In the budget p o lic y  and programs are expressed and unless 
there is  fo rce  to  oppose, the budget committee o ften  becomes the p o licy  
committee, in  p ra c tice  i f  not in  name. In some cases th is  may be what 
the board o r adm in is tra tion  wishes. I t  is  not good, however, fo r  the 
long-term health  and growth o f  the in s t i tu t io n  (Ruml, 1959, p. 82).
The board need not—in  fa c t ,  should not—become involved in  
the d e ta ils  o f budget p lanning. The major influences o f trustees on 
the budget should be through the study o f trends and pa tte rns o f
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expenditures and income. "Their g rea test leverage is  through in s is ­
tence on planning. . ."  (Rauh, 1969, p. 42).
Rauh (pp. 42-44) presents several questions trustees should 
ask regarding the budget.
1. How R eliab le  are the Expense Figures?
I f  the budget is  to  be a useful guide to  management 
and not merely an exercise in  assembling numbers, then 
i t  must bear a close re la tio n s h ip  to  actual expendi­
tu res. The ye a rly  comparison o f budget w ith  actual 
expense is  an essentia l measure o f  the co llege 's  
management to  contro l expenditures.
2. How Good are the Income Estimates?
Expenses can be contro led. Income can on ly be e s t i ­
mated. . . . Good managers can make good estimates 
o f income.
3. Is the D e f ic i t  Really D e fic it?
Some colleges s t i l l  use the device o f  creating a 
d e f ic i t  budget by om itting  con tribu ted  income. . . .
What trus tees and managers are concerned w ith is  the 
true  d e f ic i t  which resu lts  when expenditures exceed 
a l l  sources o f income.
4. Should D e f ic its  and Surpluses A lternate?
Many co lleges fo llo w  the p ra c tice  o f accumulating 
d e f ic its  fo r  a number o f years and then wiping 
them out w ith  one o r more years o f  surplus (usua lly  
by a hike in  tu i t io n ) .  . . .  A board should con­
s ide r the perspective issues and guide the p re s i­
dent by p o lic y  decisions.
5. What Gets Lost?
. . . Almost every budget is  some compromise between 
what is  wanted and what is  ob ta inab le . I t  is  impor­
ta n t th a t trustees have some idea o f what is  not in  
the budget. . . . The things l e f t  out could conceivably 
be as im portant as those put in .
Proper f in a n c ia l support can be obta ined, from e ith e r  p riva te  
o r pub lic  sources, on ly  when there is  an open understanding o f the 
needs o f the in s t i tu t io n  and confidence in  those who are responsib le 
fo r  the budget and the o ve ra ll planning (B lue, 1969, p. 13).
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2. Campus Development
Lest boards become concerned w ith  a pet p ro je c t, Rauh suggests 
th a t an e ffe c tiv e  way to  plan campus f a c i l i t i e s  is  to  employ p ro fes­
sional assistance in  developing an o ve ra ll plan which re la tes  to  needs, 
cos ts , and s ite .  More and more in s t itu t io n s  are using th is  method o f 
developing fu tu re  "campus p lans ." Plans may need to be changed or 
a lte red  as conditions change.
3. P lant Maintenance and Improvement
"P lant improvement, replacement, and modernization is  as much 
a necessity in  educational management as i t  is  in  the business world" 
(Rauh, 1969, p. 48). Few trustees who operate a business would carry 
ou t th e ir  operations in  inadequate f a c i l i t i e s ,  w a iting  fo r  some major 
"w in d fa ll which would provide the funds to  modernize." Trustees must 
plan fo r  adequate f a c i l i t i e s  in  terms o f  d o lla rs  and a time schedule. 
This po in t is  covered more thoroughly under "To Maintain the Physical 
P la n t".
4. Space U t i l iz a t io n  and Service
Space u t i l iz a t io n ,  according to Rauh (1969, p. 49 ), is  more 
than the hours and dens ity  usage o f space. I t  also has to  do w ith  the
q u a lity  o f space. S p a ce -u tiliza tio n  stud ies seldom deal w ith  q u a lity
o f  space. Trustees must consider both in  planning.
5. Fund Raising
Fraley (1971, p. 1) suggests there are three areas o f  fin a n ­
c ia l resources fo r  which the board is  responsib le :
1. Custodianship o f  property
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2. Approving budget and holding the a dm in is tra tion  
responsible fo r  m aintain ing i ts  spending p o lic ie s
3. Giving personal support by c o n tr ib u tio n  o f time and 
money
He fu r th e r challenges the board w ith  " . . .  you dare not vote 
fo r  a program, expecting others to  do what you w i l l  not !"
Fundraisinq has become one o f the most serious and s ig n if ic a n t 
problems and a c h ie f concern facing trus tees . Unless funding is  found 
many p riva te  schools w i l l  be forced to close o r merge w ith  a la rg e r 
in s t i tu t io n  (Burns, 1966, p. 14). I f  trus tees are responsible fo r  the 
fin a n c ia l operation o f u n iv e rs it ie s  and co lle g es , i t  is  c lea r th a t the 
combined s k i l ls  o f trustees and management are needed to  provide the 
necessary funds fo r  the operation and development o f in s t itu t io n s  
(Rauh, 1969, pp. 64, 65).
W ithin the past several years, in s t itu t io n s  o f higher educa­
tio n  have announced fu n d -ra is in g  campaigns th a t would have been 
unthinkable a few years ago. Ketchim (1980, p. 6) l i s t s :  Yale, 370
m ill io n ;  S tanford, 304 m il l io n ;  Southern C a lifo rn ia , 265 m ill io n ; and 
sm aller schools, Bowdoin College, 30 m il l io n ;  Carlton College, 20 
m il l io n ;  Hamilton, 16 m il l io n .
I f  trustees o r the president o f an in s t i tu t io n  t r y  to ra ise  
funds alone, a major component is  missing. I t  is  essentia l tha t there 
be a combined e f fo r t  o f tru s te e s , p resident, and volunteers (Ketchim, 
1980, pp. 6 -8 ). Bums (1966, p. 113) adds a fu r th e r  p o in t; ra is in g  
money is  not a "one-shot trea tm ent," ra th e r s ince i t  is  a continual 
problem in  education, the problem must be d e a lt w ith  on a continuous 
basis by a l l  groups. Bums fu rth e r s ta tes :
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Trustees, because o f th e ir  po s itions  o f prominence in  the 
c iv ic ,  socia l and economic l i f e  o f the community, s ta te  
and n a tio n , are the best q u a lif ie d  members o f the in s t i t u ­
tio n a l " fa m ily "  to  g ive a c tive  leadership in  th is  m atter 
o f fu n d -ra is in g .
Unless a basic commitment fo r  a fund ra is in g  is  es tab lished, 
implemented, and supported by the  board, the program w i l l  be "doomed 
to de fea t" (F ra ley , 1971, p. 1 ).
Rauh (1969, pp. 163-192) conducted a survey o f 5,180 trustees 
in  1968. The fo llo w ing  tab les taken d ire c t ly  from Rauh's study show 
the survey re s u lts  w ith  regards to  (1) hours trus tees  spent in  fund 
ra is in g , (2) con tribu tions  o f over $20,000 per year generated by 
tru s te e s , (3) con tribu tions  made by trustees over f iv e  years.
TABLE B-9
Hours per Year Spent in Fund Raising 
(In percent responding)
Type of institution 20 or less 21-50 51-80 Over
All combined 78 9 3 4
Public universities 83 4 2 2
Private junior colleges 84 6 1 2
Private four-year colleges 86 10 3 3
Private universities 65 16 4 7
Catholic institutions 75 9 3 5
Selective private 66 15 5 8
Selective Catholic 69 12 3 10
TABLE B-10
Contribution over $20,000 per Year 
Generated by Trustees
Type of institution Percent of Respondents
All combined 12
Public universities 9
Private junior colleges 4
Private four-year colleges 11
Private universities 28
Catholic institutions 12
Selective private institutions 29
Selective Catholic institutions 29
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TABLE B-11
Contributions Kade by Trustees in Five Years 
(In percent)
Not
answer­ Under SIO- S30- 5100- S500M- Over
Type i f  institution ing SIOM S30H SIOOH 550W Slm il. SI n il
All combined 7 68 11 8 4 0.5 0.6
Public universities 8 78 7 5 2 0.3 0.3
Private Jr. College 6 80 7 5 2 0.3 0.3
Priv. 4-yr. College 4 72 12 8 3 0.3 0.2
Priv. universities 4 49 17 15 10 2.0 2.8
Selective private 2 44 19 17 10 2.6 3.6
Selective Catholic 13 49 15 12 10 0.7 0.7
Selec. public univ. 12 76 8 3 1 0.0 0.0
Drevs (1978, pp. 2, 3 ), in  discussing the re s p o n s ib il ity  o f 
trustees in  fund ra is in g , presents twelve genera liza tions o f the tru s ­
tees' ro le  in  development.
1. There should be a personal commitment o f each trus tee  
to  the goals and ob jec tives o f  the in s t i tu t io n  and to 
the purposes o f the development program
2. Each trus tee  should be w i l l in g  to  give commensurate 
w ith  h is  o r her a b i l i t y
3. Trustees should recognize th a t fund ra is in g  is  h igh ly  
com petitive and be w il l in g  to  give leadership to  the 
development e ffo r ts
4. Trustees should set fe a s ib le  guidelines and campaign 
goals
5. Trustees should se lec t an aggressive development com­
m ittee  chaired by a dedicated member o f the board
6. Trustees should a ss is t in  e n lis t in g  vo lunteer leader­
ship and workers fo r  the development programs
7. Trustees should make sure th a t the a dm in is tra tion  o f 
the in s t i tu t io n  includes a capable development depart­
ment headed by an experienced fund ra is e r
8. Trustees should ascerta in  whether outside fu n d -ra is ing  
counsel is  needed and, i f  so, see th a t i t  is  provided
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9. Trustees should monitor the e ffectiveness o f develop­
ment programs and make the necessary adjustments i f  the 
adm in is tra tion  does not
10. Trustees should keep up to  date on trends and new tech­
niques in  fund ra is in g  and see i f  they are applied when 
appropriate
11. Trustees should keep up to  date in  tax changes which 
e f fe c t  the in s t itu t io n  and i t s  fu nd -ra is ing  a b i l i t y
12. Trustees should be kept advised concerning funds a v a il­
able from governmental programs and be sure th e ir  
in s t i tu t io n  is  rece iv ing  i t s  f a i r  share as appropria te.
The most basic evidence o f the in s t itu t io n a l support o f tru s ­
tees, according to Frantzreb (1970, p. 18), is  evidence by th e ir  
p a r t ic ip a tio n  in  fund -ra is ing  e f fo r t s . Seldom is  100 percent g iv ing  
among trus tees achieved. However, less than 100 percent g iv ing  is  
"an in s u lt  to the board, the co lle g e , the p resident, the s ta f f ,  the 
fa c u lty , i t s  students—and should be a m atter o f conscience to the 
trus tee  in  d e fa u lt o f h is re s p o n s ib il i ty ."  This p o in t is  fu r th e r 
stressed by Gale (1977, pp. 5, 6 ):
I th in k  a person should g ive u n t i l  he's proud. . . .  I t  
is  im perative th a t the Board o f Trustees show s o lid a r ity  
and 100% fin a n c ia l support, then you and others can 
approach the "community" and say "Our trustees have a l l  
given fo r  we re a lly  believe in  the fu tu re  plans fo r  th is  
in s t i t u t io n .  . . . "  I th in k  i t  is  v i t a l l y  im portant now­
adays fo r  boards to  give because people ask, corporations 
ask and foundations ask, "Does your board support you 
f in a n c ia lly ? "  How much they give is  a to ta l ly  d if fe re n t  
th in g . . . .  I th in k  the im portant th ing  is  th a t everyone 
gives according to th e ir  means.
Gummere (1972, p. 59) fu r th e r  substantiates the 100 percent 
philosophy. "Of one th ing  we are c e r ta in ; th a t trustees must p a r t i ­
c ipa te  100 percent in  whatever they have decided to do in  fund ra is in g . 
While a l l  cannot give substantia l amounts, a l l  can g ive  something and 
a l l  can take p a rt in  working fo r  g i f t s  from others.
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Trustees are expected to p a rtic ip a te  in  fund ra is in g ; and 
fo llo w ing  is  a composite l i s t  o f  ways trustees should p a r tic ip a te  
(C a re fie ld , n .d .,  p. 44; Drevs, 1978, pp. 1-3; Freck, 1974, tape;
Rauh, 1969, p. 67; S tuhr, 1975, pp. 1, 2; Weatherford, 1979, p. 3).
They must:
1. Develop confidence in  and dedication to  the in s t i tu t io n
2. Give leadership and support in  a l l  fu n d -ra is ing  programs 
and campaigns
3. C ontinua lly  seek ou t and c u lt iv a te  prospective donors
4. Give personally according to  th e ir  a b i l i t y
5. S o l ic i t  from o the r in d iv id u a ls  and groups
6. Be involved in  the continu ing (a) id e n t i f ic a t io n ,  (b) edu­
c a tio n , (c) involvement, (d) commitment, and (e) co n tr ib u tio n  o f donors 
or prospective donors.
Probably the most e f fe c t iv e  way to  organize the trustees in to  
an e ffe c t iv e  fund -ra is ing  group is  through a development committee o f 
the board. This committee could fu r th e r  be divided in to  subcommittees 
i f  the need is  warranted. Trustees must then have (1) a c le a r know­
ledge o f fu n d -ra is in g  problems and p o te n tia ls , (2) an understanding 
o f the proper procedures and re la tio n sh ip s  between the board o f  tru s ­
tees and the adm in is tra tion , and (3) an awareness o f  methods and tech­
niques o f fund ra is in g .
To M aintain the Physical P lant
The physical p lan t is  p a rt o f the in s t i tu t io n 's  assets. This 
being the case trustees are under the o b lig a tio n  to  p ro te c t these
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assets and to  concern themselves w ith  b u ild in g s , maintenance, and 
grounds (Nason, 1980, p. 8 ).
Trustees have t ra d it io n a l ly  assumed th is  re s p o n s ib il i ty .
This is  p a r t ia l ly  true  because they f e l t  themselves, due to  business 
experience, to be p a r t ic u la r ly  q u a lif ie d  and experienced, more so 
than th e ir  "m in is te r ia l p res iden ts ." Today, however, there  is  more 
professional expertise  in  p lan t management, co n s tru c tion , and mainte­
nance among u n iv e rs ity  and co llege adm in is tra to rs . Care should be 
taken th a t trustees not devote an undue proportion o f  time to  th is  
area and g ive less a tte n tio n  to more im portant issues th a t should 
have considera tion  (Nason, 1974, p. 16).
Most u n iv e rs it ie s  and colleges today have large  and complex 
physical p lan ts . They were b u i l t  a t  considerable expense and are 
maintained a t considerable cost. Both d ire c t ly  a f fe c t  the balance 
sheet and the opera ting  statement (Nason, 1980).
There seems to  be two areas concerning the physical p lan t 
th a t should concern the trus tees : (1) provid ing adequate f a c i l i t ie s
fo r  the desired educational programs and (2) the m ainta in ing e x is tin g  
b u ild ings .
Regarding provid ing  adequate f a c i l i t i e s  Nason w r ite s :
I f  the physical f a c i l i t ie s  are inadequate fo r  the educa­
t io n a l programs conducted or des ired , trustees should take 
the lead in  p rov id ing  them. I f  trustees are complacent 
about the p ro life ra t io n  o f b u ild in g s , they may f in d  them­
selves s tru g g lin g  w ith  a budget top-heavy w ith  b u ild in g  
maintenance, (p. 8)
Nason (1974) also presents the danger th a t trustees might 
become too involved in  d e ta il campus p lanning. He says.
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Everyone has views on where the new bu ild ing  should go, 
what s ty le  o f a rch ite c tu re  i t  should represent, and what 
type o f con tra c t should be negotia ted. Board meetings 
are o ften  c lu tte re d  w ith  d e ta ils  which would be b e tte r 
l e f t  to the business o f f ic e r ,  (p. 16)
Regarding care and maintenance o f b u ild in g s , Ruml (1959)
w rite s .
The care o f b u ild in gs  and grounds requires the super­
v is io n  o f a specia l Trustee committee, since e ith e r  
under or over maintenance can re s u lt  in  f in a l opera­
tio n a l budget fig u re s  o f a most m isleading character.
. . . Trustees must depend on specia l in te res ts  e ith e r  
w ith in  or ou ts ide  the board fo r  proper supervis ion.
(p. 85)
E l l io t  (1908, p. 22) presents a view s im ila r  to  th a t o f  Nason; 
however, he adds th a t i t  is  the duty o f  the u n iv e rs ity  trus tees to  
take a ll  possible measures to promote hea lth fu l and safe surroundings 
fo r  students, to  provide fo r  the care o f  the campus, to  approve the 
design o f b u ild in g s , and campus grouping o f f a c i l i t i e s ,  to  provide 
adequate space, and to  insure the beauty o f the b u ild in g s , s i te ,  and 
grounds.
Regarding maintenance Mason (1980, p. 8) adds one fu r th e r
caution:
In periods o f  t ig h t  budgets many adm in istra tors p re fe r 
to cut the bu ild ings  and grounds budget ra ther than the 
budget fo r  in s tru c t io n . I f  continued fo r  long, b u ild ­
ings grow shabby as deferred maintenance mounts up.
Trustees can prevent d isaste r by in s is t in g  on prudent 
and long-term  p o lic ie s .
To Preserve In s t itu t io n a l Autonomy 
Among the in s t itu t io n s  o f modern soc ie ty , u n iv e rs it ie s  and 
colleges have enjoyed a high degree o f  autonomy, th a t being the free ­
dom to manage th e ir  own in te rna l a f fa ir s  w ithout in te rfe rence  or
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d ire c tio n  from some outside source (Nason, 1974, p. 20). This freedom 
from outside c o n tro l,  th is  degree o f independence has been a g rea t 
source o f strength  fo r  American u n iv e rs it ie s  and co lleges, both p r i ­
vate and pub lic  (Ingram, 1980, p. 41).
Even though higher education has prided i t s e l f  as autonomous, 
f u l l  autonomy in  i t s  f u l le s t  sense does not now e x is t in  higher edu­
c a tio n , nor has i t  ever ex is ted . "Autonomy is  lim ite d  by law, by the 
necessary in fluences and con tro ls  th a t go w ith  fin a n c ia l support, and 
by pub lic  p o lic y  in  areas o f  substan tia l p u b lic  concern" (Carnegie 
Commission on Higher Education, 1973, p. 17). What is  usua lly  meant 
by autonomy is  "the freedom to manage the in te rn a l a f fa irs  o f the 
u n iv e rs ity  w ith in  the broad boundaries se t by law, by fin a n c ia l sup­
p o r t, and by pu b lic  p o lic y "  (Nason, 1974, p. 21). In terna l a f fa ir s  
would include academic freedom, research, cu rricu lum , admission o f  
students, appointment o f fa c u lty ,  and d is t r ib u t io n  o f funds.
U n ive rs it ie s  and colleges in  America comprise a very specia l
kind o f o rgan iza tion  and community. This uniqueness is  so v i ta l  to
the health and w e ll-be ing  o f  socie ty th a t ou ts ide  groups are con­
s ta n t ly  try in g  to  e x p lo it ,  and only a concerned, perce iv ing, and 
determined board o f  trustees can give the necessary p ro tec tion  needed 
(Ingram, 1980, p. 41).
One o f the great con tribu tions  being made by modern u n iv e rs i­
t ie s  and co lleges is  the ro le  as c r i t ic s  o f  soc ie ty . This can con­
tinue  only i f  there  is  a presupposition o f  ce rta in  independence from 
the soc ie ty  being c r i t ic iz e d ,  or from those who would silence i t s  
c r it ic is m s  or tw is t  them to  serve a specia l motive (Ingram, 1980,
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p. 41; Nason, 1980, p. 19). Since World War I I  there have been d ra s tic  
changes, according to  the Carnegie Commission (1973, pp. 17-30), and 
today continued preserva tion  o f th is  independence is  one o f the major 
c rises facing h igher education. Examples o f change are (1) campus d is ­
rup tion s , (2) denia l o f freedom o f speech, (3) p o li t iz a t io n  o f  the 
campus, (4) increased federa l and s ta te  le g is la t iv e  c o n tro l,  (5) s ta te / 
federal funding and g ra n ts , (6) multi-campuses and m u lt i- in s t i tu t io n a l 
governing boards, (7) r ig h ts  o f c o n f l ic t in g  groups, and (8) g reater 
re so rt to lega l procedures (Nason, 1974, p. 21).
Other pressure groups are try in g  to  make themselves f e l t  by 
e xc itin g  pressures on in te rn a l p o lic ie s  and management. Donors t r y  
to attach unacceptable conditions to  th e ir  g i f t s .  Alumni seek changes 
in  ce rta in  p o lic ie s . Leg is la to rs  seek special favors fo r  fa m ily  or 
cons tituen ts . Business in te res ts  b ring  pressure to  stop o r pursue 
ce rta in  kinds o f  research (Ingram, 1980, p. 41). "Simply p u t, one o f 
the re s p o n s ib il it ie s  o f  governing boards is  to  defend the in s t itu t io n s  
they govern— to defend th e ir  existence, th e ir  programs and operations, 
th e ir  r ig h t  to manage th e ir  own a f fa ir s "  ( Ib id . ) .  This puts governing 
boards in a very p e c u lia r , very d e lic a te , and very im portant p o s itio n . 
As stated by Perkins (1973, pp. 208, 209), trustees are a t one and the 
same time agents o f the organization which has created th e ir  in s t i t u ­
tions and spokesmen fo r  the special in te re s ts  o f those in s t itu t io n s  
themselves.
The on ly  so lu tio n  l ie s  along the lin e s  suggested by Bowen 
(1969, p. 177):
The function  o f  the governing board is  to  be a guardian o f  
the pub lic  in te re s t w h ile  in su la tin g  the u n iv e rs ity  from
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undue pressures from outside groups. The governing board 
must so c le a r ly  represent the pu b lic  in te re s t th a t i t  can 
p ro te c t the autonomy o f the u n iv e rs ity  from improper 
encroachments o f le g is la t iv e  bodies, government agencies, 
donors, and o ther ou ts ide rs .
To Enhance the Pub lic Image
C u tlip  and Center (1964, pp. 1-5) define pub lic  re la t io n s  as 
a "planned e f fo r t  to in fluence  opin ion . . . based on a two-way coirniu- 
n ic a t io n ."  Public re la t io n s  is  gene ra lly  thought o f as encompassing 
promotion, preparation o f l i te r a tu r e ,  p u b l ic ity ,  news re leases, and 
media presentations. In i t s  broadest sense i t  could b e tte r  be ca lled  
"externa l a f fa i r s " thus encompassing a much la rg e r area o f  responsi­
b i l i t i e s .  I f  one accepts th is  concept the trus tees ' ro le  becomes much 
broader and in f lu e n t ia l  (Rauh, 1969, pp. 61, 62).
The day is  over when trustees ju s t  lend th e ir  name to  an 
in s t i tu t io n .  By lending th e ir  name they strengthen the in s t i tu t io n  
in  the eyes o f  the p u b lic , but in  contemporary higher education good 
p u b lic  re la tio n s  goes fa r  beyond the lending o f a name (Nason, 1980, 
p. 9 ).
Trustees o f a u n iv e rs ity  or co llege  stand in  a commanding 
p o s it io n  to in te rp re t the programs o f the in s t itu t io n  to  the pub lic  
and then in  tu rn  in te rp re t the p u b lic 's  sentiments and fe e lin g  to the 
in s t i t u t io n .  This is  pub lic  re la tio n s  in  i t s  tru e s t sense. Trustees 
then are able to ,  in  a unique way, help bridge the gap between "form 
and gown" (Burns, 1966, pp. 121, 122).
In order to  e f fe c t iv e ly  in te rp re t the in s t itu t io n  to  the 
p u b lic , a trus tee  needs to have more than a su p e rfic ia l knowledge o f 
the in s t i tu t io n  he o r she represents. The trustee  must be informed o f
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the to ta l educational p o lic ie s  o f the in s t i tu t io n  he o r she represents 
and must understand the educational and non-educational issues, mission 
o f the in s t i tu t io n ,  long-range plans, and other concerns th a t may be 
o f in te re s t to the many pub lics  o f the in s t i tu t io n  (Ruml, 1969, p. 78).
Bums (1966, p. 122) l is t s  several ways a board member can 
serve as interm ediary between the in s t i tu t io n  and the community:
a. By in te re s tin g  q u a lif ie d  high-school graduates in  h is  
co llege and in  discouraging unqua lified  students from 
applying
b. By remaining in  touch w ith alumni in  h is  area in  order 
to  communicate in form ation to  and from the co llege
c . By in troducing  fa c u lty  and s ta f f  members to  groups and 
ind iv id u a ls  in  h is  community in  order to  provide a d is ­
semination o f knowledge and broaden the sphere o f in te r ­
est o f the co llege
d. By representing the college w ith  the major media o f 
communication in  h is  area to  improve the image o f h is 
co llege and keep i t  before the pub lic
e. By helping to  place recent graduates in  pos itions fo r  
which they are q u a lif ie d  and in  which they might be 
in te res ted , ( res)
Burns (1966, p. 122) also adds th a t trustees can do much to 
emphasize the fa c t th a t the "ivory towers" are gone and the pub lic  
can do much to  a id  th e ir  in s t itu t io n  not on ly w ith  fin a n c ia l support 
but also in  " s c ie n t i f ic ,  c u ltu ra l and socia l assistance w ith  educa­
tio n a l programs."
To func tion  e f fe c t iv e ly  in enhancing the pub lic  image the 
trus tee  must (1) defend the in s t itu t io n  against outside accusations 
and a ttacks , (2) speak up in  i t s  defense, (3) set the record s tra ig h t ,
(4) scotch rumors, and (5) be able and w il l in g  to expla in what l ie s  
behind controvers ia l p o lic ie s  tha t have been adopted by the board 
(Ingram, 1980, p. 43).
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"Just as trustees must in te rp re t the campus to  the community 
so they must in te rp re t the needs o f soc ie ty  to  the college o r u n ive r­
s i ty "  (Nason, 1974, p. 20). Society is  always changing while un ive r­
s it ie s  and colleges tend to  re s is t change. The more tu rb u le n t the 
change in  soc ie ty  the more important is  the fu n c tio n  o f a tru s te e . 
Trustees need to  be aware o f what is  happening on the lo c a l, n a tio n a l, 
and in te rn a tio n a l scenes; they must be s e n s it iv e  to  changes, trends, 
and fu tu re  d ire c t iv e s , and they should encourage constructive  changes. 
They need to challenge the status quo and since they bring a d if fe re n t  
perspective to the campus they need to ask cha lleng ing  questions, and 
suggest d ire c tio n s  fo r  the fu tu re  tha t w i l l  keep th e ir  in s t itu t io n  in  
the fo re fro n t o f a changing world (Ingram, 1980, p. 44; Nason, 1974, 
p. 20).
Nason (1980, p. 10) presents another p e rtin e n t po in t regarding
pub lic  image. Trustees may not always agree on p o lic ie s  th a t are
voted. The place fo r  discussion is  in  the boardroom. Trustees do
not f u l f i l l  th e ir  re s p o n s ib ilit ie s  i f  they do not question, challenge,
and debate issues before vo tin g . In p u b lic , however, trustees should
stand united w ith  the in s t itu t io n  on the p o lic ie s  th a t were voted and
which the adm in is tra tion  is  expected to ca rry  ou t.
I f  the issue on which they d i f fe r  is  one o f p r in c ip le  or 
i f  they hold such strong convictions th a t they cannot be 
comfortable w ith  the m a jo rity  dec is ion , they should resign.
Short o f th a t they should maintain a s o lid  f ro n t.
E l l io t  says one way to  overcome the in e v ita b le  c o n f l ic t  between 
the u n iv e rs ity  and the conmunity is  fo r  the u n iv e rs ity  to open i t s  
f a c i l i t ie s  and enrichments fo r  pub lic  use and enjoyment. These could
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include le c tu re s , museums, a r t  e x h ib its , re c rea tion  f a c i l i t i e s ,  and 
the l ik e  ( E l l io t ,  1908, pp. 21. 22).
To Serve as a Court o f  Appeal 
"Since trustees possess f in a l lega l a u th o r ity , there is  no 
body o the r than the courts o r le g is la tu re  which can le g a lly  challenge 
th e ir  dec is ion" (Nason, 1974, p. 22). This being the case they are 
the h ighest court o f appeals or the " la s t re s o rt"  (Burns, 1966, p. 132).
There was a time when actions by the fa c u lty ,  dean, o r p re s i­
dent, be i t  concerning students o r fa c u lty  appointment o r te rm in a tio n , 
were ra re ly  questioned o r a t le a s t challenged. Since World War I I ,  
however, there have been more and more challenges o f adm in is tra tive  
and fa c u lty  decisions. Students, fa c u lty , and some businesses are 
requesting a f in a l appeal to  the board o f trustees (Wicke, 1962, p. 62).
In order to lessen the appeals made to  the board, trustees 
should in s is t  there be "c le a r ly  established and pub lic ized  codes 
governing fa c u lty  sta tus and student behavior, and these should 
inc lude  provisions fo r  due process in  a l l  ac tio ns" (Ingram, 1960, 
p. 45 ). I t  is  hopeful th a t once procedures are  established and ca rrie d  
o u t, most cases w i l l  be resolved before they requ ire  board ac tion . I f ,  
however, a case does come to  the board, the case must be decided on i t s  
own m e rits . Presidents, deans, and adm in is tra to rs  are not always r ig h t .  
I f  they are not and the board must vote aga inst them, which should 
happen in  very few cases, i t  may be a sign o f  adm in is tra tive  incompe­
tence and time to  look fo r  a new president (Bums, 1966, p. 132;
Ingram, 1980, p. 45; Wicke, 1962, p. 62).
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To Assess Their Own Performance
With the ro le  and re s p o n s ib ilit ie s  o f  trustees becoming more 
and more demanding there  is  less fe e lin g  th a t trusteesh ip  is  ju s t  
ceremony and honor. With the growth o f tru s te e  re s p o n s ib ility  there 
needs to  be a c a re fu l, systematic review and eva luation  o f trus tee  
performance (Zw ingle, 1976, p. 32).
When trustees search fo r  a p res iden t, v ice  presidents, or 
d ire c to rs , they search fo r  experience; but the  question a rises . Where 
does a trus tee  get experience? There is  no apprenticeship or breaking- 
in  period ; there is  no course in  tru s te e sh ip , and ra re ly  is  there any 
o r ie n ta tio n . There is  an increasing tendency to  evaluate the p e rfo r­
mance o f a u n iv e rs ity  p res iden t, v ice  pres iden ts, deans, and managers; 
however, trustees have exerted l i t t l e  in te re s t or e f fo r t  in  eva luating  
th e ir  own performance as trus tees . Trustees who accept the appoin t­
ment as trustees should do so w ith  a w illin g n ess  to  have th e ir  own 
performance evaluated (Robbins, 1974, pp. 1, 2 ).
In recent years, according to Zwingle (1975, p. 10), there has 
been a growing acceptance among more progressive trustees tha t they 
should take more se rio u s ly  the need fo r eva lua tion . In the main, 
however, i t  is  s t i l l  a se n s itive  po in t and no t a w ide ly accepted prac­
t ic e .
Regarding tru s te e  evaluation Zwingle draws an in te re s tin g  
p a ra lle l :
Therefore one must conclude th a t in s t itu t io n s  need two 
kinds o f  a u d it, one conventional, the o the r no t. The 
fin a n c ia l aud it is  understood. . . . Whereas a cc re d it­
ing bodies g ive a pe riod ic  a u d it o f the academic q u a li­
t ie s  o f an in s t i tu t io n  on ly governing boards can in v ite  
an aud it on i t s e l f .  . . . (Zwingle, 1975, p. 17)
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Much has been w ritte n  on what a board and i t s  board member do. 
The p u b lica tio n  The Volunteer Board Member in  Philanthropy (1968, 
pp. 8-20) has compiled the fo llo w in g :
What a Good Board Does
1. I t  insp ires  and leads
2. I t  formulates w ith  care the  jo b  q u a lif ic a tio n s  required 
and se lects the best person ava ilab le
3. The board consults w ith  and advises him (president or 
c h ie f executive o f f ic e r ) ,  supervises, and encourages 
him; when he is  r ig h t ,  i t  defends him; when he is  
wrong, i t  corrects him
4. I t  id e n t if ie s  p r io r i t y  needs, short-term  and long-term 
goals
5. I t  assures th a t i t s  agency cooperates w ise ly  w ith  other 
groups . . . which are working toward the same o r sim i­
la r  goals
6. I t  encourages experim entation to  fin d  b e tte r methods 
to  achieve i ts  goals
7. I t  establishes and o rd e r ly  procedure fo r  the se lection 
o f new board members and fo r  th e ir  o r ie n ta tio n  and 
tra in in g
8. I t  searches out and uses sources o f in form ation and 
guidance th a t may help i t  to improve the discharge o f 
i t s  re s p o n s ib ilit ie s
9. A good board organizes i t s e l f  and i ts  s ta f f  fo r  optimum 
production.
A Good Board Member
1. Is dedicated to helping o the rs . . .
2. Approaches his re s p o n s ib il it ie s  in  the s p i r i t  o f a 
tru s te e  on behalf o f c o n tr ib u to rs , th e ir  intended 
b e n e fic ia r ie s , and the p u b lic  a t large
3. Stands up fo r  h is co n v ic tio n s , even a t the cost o f 
misunderstanding or d isapproval in  h is business or 
soc ia l l i f e
4. Backs up o ther board members and s ta f f ,  r is in g  to  th e ir  
defense when they are in ju s t ly  c r i t ic iz e d  o r attacked
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5. Treats s ta f f  as a partner in  a high c a ll in g ,  w hile  
maintaining o v e ra ll supervision and con tro l
6. Avoids being overawed by others on the board. . .
7. Welcomes in fo rm ation  and the best a va ilab le  advice,
but reserves the r ig h t  to a rr iv e  a t decisions on the
basis o f h is  own judgment
8. Respects the r ig h t  o f o ther board members and o f s ta f f
to disagree w ith  him and to  have a f a i r  hearing o f 
th e ir  points o f  view
9. Accepts as ro u tin e  th a t decisions must be made by 
m a jo rity  vote and w i l l  a t times go against him
10. C r it ic iz e s , when necessary, in  a cons truc tive  way, i f  
possible suggesting an a lte rn a tiv e  course
11. Recognizes th a t h is  time and energy are lim ite d  and 
th a t over-commitment may prove se lf-d e fe a tin g
12. Endeavors to  keep disagreements and controversies 
impersonal, and to  promote u n ity
13. Maintains lo y a lty  to  h is  agency, w ith in  a higher 
lo y a lty  to  the w e lfa re  o f the community and humanity 
as a whole.
I f  a s e lf-e va lu a tio n  is  to  be conducted by a board o f trustees 
they should s ta r t  w ith  some reasonable gu ide lines. Procedures and 
gu ide lines fo r  board eva luations are ava ilab le  fo r  those boards who 
are w il l in g  to undertake th is  "de lica te  but im portant task o f appra isa l' 
(Zw ingle, 1975, p. 10; 1976, p. 32).
The Association o f  Governing Boards o f U n iv e rs it ie s  and Col­
leges (AGS) has developed fo r  boards o f each type o f co llege and 
u n iv e rs ity  Self-Study Guidelines and C r ite r ia  (Appendix H).
Axelrod (1977, pp. 9, 10) l i s t s  the fo llo w in g  as a guide 
c h e c k lis t fo r  trustees to  assess th e ir  performance and improve th e ir  
ro le  as trus tee :
1. I believe I understand my ro le  and re s p o n s ib il ity  as a 
board member
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2. I understand the d is t in c t io n  between my ro le  as a po licy  
maker, and the ro le  o f  the president and h is /h e r s ta f f  
as adm in istra tors
3. I am fa m ilia r  w ith  my in s t i tu t io n 's  uniqueness, strengths 
and shortcomings, and can a r t ic u la te  i t s  con tribu tions
to  soc ie ty
4. I am conscientious in  keeping pace w ith  new development 
in  post-secondary education by reviewing the l ite ra tu re  
p e r io d ic a lly  and/or a ttend ing n a tio n a l, s ta te  o r loca l 
meetings
5. I am aware o f the co n tr ib u tio n s  and concerns o f the 
fa c u lty  and student body
6. When possib le , I a ttend campus a c t iv i t ie s  and events to 
which I am in v ite d
7. I prepare adequately fo r  each board meeting
8. I p a rtic ip a te  a c tiv e ly  in  a l l  board meetings
9. I am w il l in g  to l is te n  to  the other viewpoints expressed
by my fe llo w  board members
10. I support the m a jo rity  decisions o f the board
11. I exercise d isc re tio n  in  dealing w ith  se n s itive  matters
12. I c a ll on my board chairperson or c h ie f executive when
I have questions about board po licy  o r operations
13. I support my in s t i tu t io n 's  fu n d -ra is ing  e f fo r ts  through 
an annual g i f t  according to  my means, and by my w i l l in g ­
ness to make s o l ic i ta t io n  v is i t s  as requested by the 
s ta f f
14. I receive the kind o f in form ation I need to  monitor my 
in s t i tu t io n 's  health and form ulate sound p o lic ie s .
There is  no d e f in ite  recommendation as to  the frequency or 
procedure o f  a trustee  se lf-e v a lu a tio n .
Rauh (1969, p. 112) suggests i t  should be a continuing a c t iv ­
i t y .  Nason (1980, p. 12) suggests "the chairman might set aside some 
part o f every meeting fo r  se lf-exam ination , o r c a ll a special meeting 
fo r  such a purpose. . . . The use o f an outside consu ltan t is
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inc re as ing ly  favored." Ingram (1980, p. 46) adds the use o f a specia l 
board committee. Frantzreb (1970, p. 5) s ta te s , "The board o f t ru s ­
tees should e s tab lish  w ith in  i t s  own membership, a t  le a s t every f iv e  
years, an ad hoc s e lf-s tu d y  committee." He fu r th e r  adds:
This committee should examine o b je c tive ly  tru s te e  steward­
ship o f  the co lle g e , assess i t s  provisions fo r  i t s  own 
renewal, examine i t s  checks and balances on the e ffe c t iv e ­
ness and e ff ic ie n c y  o f i t s  p o lic ie s , procedures, and admin­
is t ra t io n  as w ell as i t s  d irec tive s  fo r  the fu tu re .  The 
s ta tus quo should not be allowed to become too com fortable.
New in s ig h ts , new experiences, new knowledge should be 
sought, diagnosed, discussed, and even app lied , (pp. 5, 6)
Summary
This chapter has reviewed the l i te ra tu re  pe rta in in g  to  the 
twelve re s p o n s ib il it ie s  o f trustees as l is te d  by John Nason. This 
review ind ica tes substan tia l support fo r these areas o f  re s p o n s ib il ity .  
The degree to  which trustees understand, accept and ca rry  out th e ir  
re s p o n s ib il it ie s  g re a tly  a ffe c ts  the d ire c tio n  o f the in s t itu t io n s  
they hold in  t r u s t .
The ro le  o f the tru s te e  is  o f utmost importance to  the growth 
and development o f  any in s t i tu t io n  o f higher education. I t  is  an 
honor to serve as a tru s te e , but i t  is  more than ju s t  an honor, i t  
ca rr ie s  d e f in ite  re s p o n s ib il i t ie s . I t  is  on ly  as trus tees  understand 
th e ir  ro le  th a t they can e ffe c t iv e ly  carry out th e ir  re s p o n s ib il i t ie s . 
Much has been w r it te n  on trus tee  re s p o n s ib ilit ie s . Nason (1980) has 
defined tru s te e  re s p o n s ib il it ie s  which seem to  be a l l  in c lu s ive .
In order fo r  trustees to  serve th e i-  in s t itu t io n s  to  th e ir  
f u l le s t  capac ity , they must not only understand th e i r  ro le  in  re la ­
tio n sh ip  to  the present but must be fu tu r is t ic  in  th e ir  outlook and 
p lanning.
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There are three questions to  which trustees must g ive  consider­
able study and concern, (1) What w i l l  be my fu tu re  ro le  as trustee?
(2) What new challenges face educational in s t itu t io n s ,  e sp e c ia lly  the 
one o f which I am a trustee? and (3) How can I  meet the opportun ities  
and problems o f governance in  a ra p id ly  changing socie ty? I t  is  only 
as trustees are w il l in g  to  ( I )  take a long and in-depth look a t th e ir  
re s p o n s ib il it ie s , such as those defined by John Nason and (2) g ive o f 
th e ir  time and energies to  the in s t itu t io n s  they govern, th a t th e ir  
in s t itu t io n s  w i l l  prosper.
In accepting th e ir  re s p o n s ib il ity  fo r  planning fo r  the fu tu re  
o f th e ir  in s t i tu t io n s ,  ce rta in  a t t i tu d in a l concepts must be kept in  
mind according to  Kaiser (1977, p. 87):
1. The fu tu re  is  open, i . e . ,  not determined. We may 
invent i t  o r prevent i t
2. The fu tu re  does not specify  one p a rtic u la r  fu tu re , 
but is  in te res ted  in  crea ting  an array o f possib le  
fu tu res from which may be selected the most promis­
ing one fo r  implementation
3. Our actions today frame the fu tu re
4. We are responsib le fo r  the fu tu re
5. By p rognostica ting  we can:
a. maximize human choices
b. a n tic ip a te  l ik e ly  problems
c. th in k  out the consequence o f designed change
d. p a r tic ip a te  in  the shaping o f r e a li ty
e. increase our problem-solving a b i l i t y
6. I t  is  b e tte r  to  plan the fu tu re  than accept the 
re su lts  o f  unanticipated consequences.
One can conclude th a t trustees can assume one o f three postures 
toward the fu tu re . (1) They may assume a posture o f resigned accept­
ance. These trus tees b a s ica lly  oppose change and accept i t  on ly  as
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external circumstances fo rce  them to do so. (2) A more active  posture 
is  th a t o f adaptation. These trustees seek to  meet the fu tu re  by 
m odify ing, re d ire c tin g , o r in fluenc ing  the external forces th a t impact 
th e ir  in s t i tu t io n .  (3) The most ac tive  posture is  th a t o f designing 
change. These trustees a c tiv e ly  seek to  a lte r  the so c ia l, p o l i t i c a l ,  
and economic environment o f the in s t i tu t io n .  The in s t itu t io n  then 
becomes a fo rce  th a t acts upon i t s  environment and community. The 
trus tees thus become a rc h ite c ts  fo r  change.
Trustees are not accustomed to  th in k in g  o f themselves 
as designers fo r  change. They are l ik e ly  to  be more 
present-oriented than fu tu re -o rie n te d . Yet the destiny 
o f  th e ir  in s t itu t io n s  depends upon th e ir  fo re s ig h t and 
assertiveness. In a ra p id ly  changing so c ie ty , the past 
is  no longer a sure guide fo r  the fu tu re . As agents o f 
change, trustees must ask: (1) What should be done?
(2) How can i t  be accomplished? and (3) Who can do it?
( Ib id . ,  pp. 88, 89)
The po ten tia l fo r  governance has never been higher; trus tees 
have never before needed to know and to understand th e ir  re s p o n s ib il­
i t ie s  as they do now. They need to become a c tiv e  and aggressive in  
f u l f i l l i n g  these re s p o n s ib il it ie s . With th is  in  mind the remainder 
o f  th is  study is  concerned w ith  the ro le  and re s p o n s ib ility  o f  Andrews 
U n ive rs ity  trustees as perceived by themselves and how th e ir  ro le  can 
be enhanced in  the governance o f th is  in s t i tu t io n .
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CHAPTER I I I  
PROCEDURES AND METHODOLOGY OF THE STUDY 
In troduction
This chapter contains in form ation on the population selected, 
the instrum ent used to gather data, and the method o f  analysis o f the 
study.
Selection o f Population 
Since Andrews U n ive rs ity  was established in  I960, 154 men and 
women have served o r are serving as trus tees. A ll 154 trustees were 
used in  th is  study. Sampling procedures were not used since the 
e n tire  population served as the base fo r  the study.
D escrip tion o f the Instrument 
The instrument (Appendix A) used to gather data was divided 
in to  two major sections.
Section one o f the questionniare was developed in  order to 
obtain selected personal in fo rm ation  and c h a ra c te r is tic s  o f the tru s ­
tees: i . e . ,  (1) Was th is  th e ir  on ly experience as a trustee? (2) Age
while serving as a tru s te e , (3) educational le v e l,  (4) profession,
(5) tru s te e  involvement w ith  Andrews U n ive rs ity  aside from attending 
scheduled meetings, (6) basic p o l i t ic a l  and re lig io u s  views, (7) pos­
s ib le  c o n f l ic t  o f  in te re s t,  (8) o r ie n ta tio n  experience, (9) attendance 
record, (10) g iv ing  record, and (11) extent o f pro fessiona l reading.
59
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Section two o f the questionnaire  was developed to  obta in 
a ttitu d e s  o f trustees toward tru s te e  re s p o n s ib il it ie s  as l is te d  by 
Nason (1980). The questionnaire was d iv ided in to  th ir te e n  subsections 
w ith  the f i r s t  e n t it le d  Overall R esp o n s ib ility . The next twelve sub­
sections corresponded w ith  the Nason's twelve tru s te e  re s p o n s ib il it ie s :
1. To appoint the president
2. To support the pres iden t
3. To assess the p re s id e n t's  performance
4. To c la r i f y  the mission
5. To approve long-range plans
6. To approve the educational program
7. To insure fin a n c ia l solvency
8. To maintain the physica l p lan t
9. To preserve in s t itu t io n a l autonomy
10. To enhance the pub lic  image
11. To serve as a cou rt o f  appeal
12. To assess th e ir  own performance.
The questionnaire was fu r th e r  subdivided under each subheading. 
Add itiona l responses were requested to  pursue in  g rea te r d e ta il th e ir  
a tt itu d e  toward the re s p o n s ib il it ie s  as l is te d  by Nason.
The respondents had the choice o f four responses to each 
statement on the questionnaire: (1) h igh ly  im portant, (2) moderately
im portant, (3) o f l i t t l e  importance, (4) not tru s te e  re s p o n s ib ility .
At the conclusion o f the questionna ire  trustees were asked to check 
the f iv e  Nason re s p o n s ib ilit ie s  they perceive to  be most im portant.
A to ta l o f 28 responses were requested on section one and 106 
responses were requested on section two o f the questionna ire .
C o lle c tion  o f  Data
A le t te r  w ith  other m a te ria ls  was sent to each tru s te e . These 
included the fo llo w ing :
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1. A le t te r  w ith  a statement exp la in ing  the study 
(Appendix B)
2. The questionna ire  (Appendix A)
3. A statement o f endorsement by the president o f 
Andrews U n ive rs ity  (Appendix C)
4. A stamped, self-addressed re tu rn  envelope.
The above were mailed to each tru s te e  and openly coded to 
f a c i l i t a t e  forwarding a second set o f m a te ria ls  to  those who fa ile d  
to respond to  the f i r s t  m a iling . Trustees were assured th a t in d iv ­
idua ls would not in  any way be id e n tif ie d  by name o r p o s ition  w ith  
the study and tha t th e ir  responses would be held in  the s t r ic te s t  
confidence. A to ta l o f  fou r weeks were allowed fo r  the questionnaire 
to be returned.
A fo llow -up  le t te r  and a second questionna ire  were mailed to 
those who fa ile d  to  respond to the f i r s t  m a ilin g . A copy o f the 
le t te r  is  included in  Appendix D. A th ir d  le t te r  and questionnaire 
were sent to  those who fa ile d  to respond to  the f i r s t  two question­
naires (Appendix E).
Treatment o f  the Data
A ll questionnaires received were thoroughly examined fo r  com­
pleteness. The in fo rm ation  was trans fe rred  to  the Andrews U n ive rs ity  
Sigma 6 computer to  analyze the questionnaire  data. The demographic 
in form ation was used to  develop tabu la tions  and graphs and were 
in te rp re te d  in  re la t io n  to the problem statement. The responses to 
the tru s te e 's  re s p o n s ib il it ie s  were d iv ided  in to  fourteen sections 
w ith  two to  th ir te e n  items per section . The p a rtic ip a n ts  were divided 
in to  fo u r groups as w e ll as being combined.
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These data were analyzed by a CATSCALE computer program 
designed by W. G. A. Futcher, Professor o f Education a t Andrews Uni­
v e rs ity  (Torgerson, 1958, pp. 205-246) which compares the proportions 
o f times each stimulus (item) was judged to  be in  each category 
(scale values o f 1 -4). The model used in  th is  study involved r e p l i ­
ca tion  over in d iv id u a ls  where each stim ulus (item) was judged once 
by each p a r tic ip a n t. A CATSCALE value was calculated fo r  each item 
in  each sec tion . These CATSCALE values do not a llow  the in v e s tig a to r 
to compare the re su lts  o f each sec tion  among groups o f p a r tic ip a n ts , 
thus the values were transformed to  u n it in te rva ls  on a 0 to  10 scale.
Categorical scale values were computed fo r  each stim ulus o f 
the questionna ire . These values were used to determine i f  there were 
a re la tio n s h ip  between those tru s tee s  who are church adm in is tra to rs  
and those trustees who are not church adm in istra tors as th e ir  views 
re la ted to  Nason's model. The re la t io n s h ip  between trustees who 
served between 1961-1970 and those who served between 1971-1980 was 
also examined using scale values.
The s tim u li fo r  each section  o f Nason's model was p lo tte d  
using a 0 to 10 scale to demonstrate the p o s ition  each stim ulus has 
to each o the r.
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PRESENTATION OF THE FINDINGS
There were a to ta l o f 154 persons elected as trustees o f 
Andrews U n ive rs ity  from 1960-1980. Of th a t number, n ine are deceased, 
two could not be located, and s ix  responded tha t they were never aware 
th a t they were trustees and could no t respond to the questionnaire . 
This l e f t  a to ta l o f 137 possib le  respondents. Of th is  number 121 
o r 88 percent responded to  the questionna ire . The study is  based on 
the 121 (88 percent) responses. The number o f church adm in istra tors 
responding was 67 (55 percent) and laymen 54 (45 percent).
TABLE 1 
RESPONDENTS
Trustees contacted ................................................. 137
Number responded ....................................................121
Percentage responded ...............................................  88
The survey instrument was d iv ided  in to  two sections; the 
f i r s t  section obtained selected personal inform ation and character­
is t ic s  o f tru s te e s , the second sec tion  obtained a tt itu d e s  o f trustees 
toward trus tee  re s p o n s ib il it ie s . The presentation o f  the find ings 
is  d iv ided according ly.
63
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Section I :  Personal Inform ation and
C harac te ris tics  o f Trustees
In th is  se c tio n , the questions as they appeared in  the ques­
tio n n a ire  occur before each ta b le .




Combined Adm in istra tors La^en
N % N % N %
Current tru r te e 33 27 20 30 13 24
Former trustee 87 72 46 69 41 76
No response 1 1 1 1 0 0
Total 121 100 67 100 54 100
2. Aqe when you began serving as trustee
The study shows th a t most trustees were between 40 and 60 
y e a r s  o f  a g e  when they began th e ir  service as trus tees . A la rg e r 




Combined Adm in istra tors Laymen
Years o f  Age N arJO N y.0 N
Under 39 12 10 4 6 8 15
40 -  49 41 34 23 34 18 33
50 -  59 45 37 27 41 18 33
60 -  69 20 16 10 15 10 19
Over 70 2 2 2 3 0 0
No response 1 1 1 1 0 0
Total 121 100 67 100 54 100
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o f 39 and a l l  those who served as trus tees  when over the age o f 70 
were church a d m in is tra to rs .
3. Highest leve l o f  education completed
Most trustees are co llege graduates. In fa c t ,  the la rg e s t 
percentage have taken graduate work beyond a baccalaureate degree or 
have a m aster's degree. Twenty-three percent hold docto ra l o r pro­
fessional degrees. A higher percentage o f laymen hold docto ra l or 
professional degrees (43 percent) compared w ith  church adm in is tra to rs  
(7 percent). I t  is  in te re s tin g  to no te , however, th a t n ine percent 
o f the church adm in is tra to rs  have been awarded honorary degrees while 




Combined Adm inistrators Laymen
N * N N %
Less than co llege  degree 9 7 4 6 5 9
Bachelor degree 19 16 14 21 5 9
Some graduate work, 
no degree
26 21 18 27 8 15
Master’ s degree 32 26 19 29 13 24
Doctoral degree 28 23 5 7 23 43
Honorary doctora l degree 6 5 6 9 0 0
No response 1 1 1 1 0 0
Total 121 99 67 100 54 100
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4. What was your profession or 
occupation while serving aT a 
trus tee  o f Andrews U nivers ity?
The highest profession among trustees is  church adm in is tra to rs  
(55 percent). The second highest profession represented is  education 
(18 percen t), and business is  th ir d  (16 percent). Of those laymen 
serving as trustees the la rg e s t percentage is  educators (39 percent) 




Combined Adm inistrators Laymen
N y N N V
Church Adm in istra tor 67 55 67 100 0 0
Physician 7 6 0 0 7 13
Educator 21 18 0 0 21 39
Businessman 20 16 0 0 20 37
Other 5 4 0 0 5 9
No response 1 1 0 0 1 2
Total 121 100 67 100 54 100
Questions 5-10 are a series o f  questions concerning Andrews 
U n ive rs ity  trustees who served as tru s te e s  fo r  o ther u n iv e rs itie s  and 
colleges a t the same time they served as trustees o f  Andrews. Ques­
tio n s  are asked to estab lish  whether a possib le c o n f l ic t  o f in te re s t 
e x is ts .
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5. While a tru s te e  o f Andrews U n iv e rs ity , 
d id  you also serve as a trus tee  o f 







N % N N %
Yes 52 43 39 59 13 24
No 68 56 27 40 41 76
No response I 1 1 1 0 0
TOTAL 121 100 67 100 54 100
7. I f  yes, were you chairperson






N ar N y N %
Yes 22 42 22 56 0 0
Ho 10 19 6 16 4 31
NO response 20 38 11 28 9 69
TOTAL 52 100 39 100 13 100
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I f  you served as a trustee  on another 
board, do you th in k  th is  created a 
c o n f l ic t  o f in te re s t?
TABLE 8
TRUSTEE CONFLICT OF INTEREST
Church
Comb i  ned Admi n i  s t ra  to rs  Laymen
N % N % N i
Yes 3 6 1 2 2 15
No 22 42 18 47 4 31
No response 27 52 20 51 7 54
Total 52 100 39 100 13 100
9. I f  you served as chairperson o f 
the board o f another co llege  or 
u n iv e rs ity , do you th ink  th is  
was a c o n f l ic t  o f in te res t?
TABLE 9




Adm in istra tors Laymen
N y N ■« N %
Yes 4 18 4 18 0 0
No 6 27 6 27 0 0
No response 12 55 12 55 0 0
Total 22 100 22 100 0 0
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I t  is  in te re s tin g  to note (Table 6) th a t 59 percent o f the 
church adm in is tra to rs  serve(d) as trustees on other boards a t the 
same time they serve(d) as trustees a t Andrews U n ive rs ity , and o f 
those who served on other boards 56 percent (Table 7) serve(d) as 
chairpersons o f these boards. When those (church adm in is tra to rs ) 
serving on boards were asked i f  th a t represented a c o n f l ic t  o f in te r ­
e s t, only two percent (Table 8) said yes. When those who serve(d) as 
chairpersons o f o ther boards were asked i f  they f e l t  th is  represented 
a c o n f l ic t  o f in te re s t, 18 percent (Table 9) said yes.
10. I f  you d id  not serve on another 
board, do you th in k  those tru s ­
tees who do, have a c o n f l ic t  o f 
in te re s t?
Question 10 (Table 10) revealed a d if fe re n t thought among 
other tru s te e s , both church adm in is tra to rs  and laymen, who d id  not 
serve on o ther boards. Nineteen percent o f the c lergy and 32 percent
TABLE 10
OPINIONS OF OTHER TRUSTEES REGARDING 
CONFLICT OF INTEREST
Church
Combined Adm inistrators Laymen
N y N y N
Yes 18 26 5 19 13 32
No 34 50 20 74 14 34
No response 16 24 2 7 14 34
Total 68 100 27 100 41 100
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o f the laymen thought those who did serve on other boards had a con­
f l i c t  o f in te re s t.
Question 6 asked trustees who served on other boards to  name 
the in s t itu t io n  on whose board they serve(d). The in s t itu t io n s  named 
are shown on Table 11.
TABLE 11





A tla n tic 5 4 1
Canadian 1 1 0
Columbia 3 2 1
Ki ngsway I 1 0
Loma Linda 22 16 6
Oakwood 10 8 2
P a c ific 2 2 0
Southern 2 1 1
Southwestern 1 1 0
Union 1 1 0
Walla Walla 4 2 2
Total 52 39 13
I t  was f e l t  th a t i t  would be o f in te re s t to th is  study to 
know what kind o f t ra in in g  o r o rie n ta tio n  was given to trus tees ; o f 
fu r th e r  in te re s t would be whether trustees f e l t  such a program was/ 
would be b e n e fic ia l. Questions 11 to 13 were asked to s o l i c i t  in fo r ­
mation on these p o in ts .
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I I .  When you f i r s t  became a trus tee  
o f Andrews U n ive rs ity  were you 
given an o rie n ta tio n  regarding 
the re s p o n s ib il it ie s  o f a trustee?
The study was qu ite  convincing th a t there has been l i t t l e  o r 
no o r ie n ta tio n  given to  trustees regarding th e ir  re s p o n s ib il it ie s . 
Those who ind ica ted  no made up 89 percent o f the combined grouping— 




Combined Adm in istra tors Laymen
N % N % N %
Yes 11 9 6 9 5 9
No 108 89 60 90 48 89
No response 2 2 1 1 1 2
Total 121 100 67 100 54 100
12. I f  answer to 11 is  yes, do you
th in k  the o r ie n ta tio n  was:
1. H ighly important
2. Moderately important
3. Of l i t t l e  importance
4. Of no importance
Most o f those rece iv ing  an o r ie n ta tio n  thought i t  to  be h igh ly  
o r moderately im portant. This speaks well fo r  the o r ie n ta tio n  pro­
gram; however, i t  must be remembered th a t 88-90 percent had no res­
ponse since they had not had any o r ie n ta tio n .





Combined Adm inistrators La^en
N % N j9 N Z
Highly 6 54 5 83 2 40
Moderately 4 37 1 17 2 40
L i t t le 1 9 0 0 1 20
No importance 0 0 0 0 0 0
No response 0 0 0 0 0 0
Total 11 100 6 100 5 100
13. I f  the answer to  11 is  no. do you 
th in k  an o rie n ta tio n  regarding 
tru s te e  re s p o n s ib ilit ie s  would 
have been:
1. Very he lp fu l (b e n e fic ia l)
2. Moderately he lp fu l
3. Of l i t t l e  bene fit
4. Not benefic iaT
I t  is  in te re s tin g  to note th a t the greater percentage o f the 
combined group o f trustees (77 pe rcen t)—church adm in is tra to rs  (75 
percent) and laymen (79 percent)— ind ica ted  th a t an o r ie n ta tio n  toward 




Comb i  ned Administra to rs  Laymen
N 5 N .9 N
Very h e lp fu l 53 49 26 43 27 56
Moderately he lp fu l 30 28 19 32 11 23
L i t t le  b e n e fit 7 6 6 10 1 2
No b e n e fit 2 2 1 2 1 2
No response 16 15 8 13 8
Total 108 100 60 100 48 100
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14. Were you a c tive  as a trustee  
a t a time o the r than when you 
met fo r  the re g u la r trustee  
meetings, e .g . .  d id  you serve 
on a special tru s te e  committee 




Combined A dm in istra to rs Laymen
N % N % N Ï
Yes 46 38 32 48 14 26
No 71 59 33 49 38 70
No response 4 3 2 3 2 4
Total 121 100 67 100 54 100
15. I f  answer to  14 is  no. would you 
h ive been w i l l in g  to  serve on a 
small trus tee  group w ith  speci­
f i c  re s p o n s ib ility ?
The research shows th a t only 38 percent o f  the trustees are 
used on special trus tee  committees. I t  is  in te re s tin g  to note tha t 
48 percent o f the church adm in istra tors serve(d) on trus tee  committees 
and on ly  26 percent o f  the laymen. Question 15 ind ica tes  th a t 56 per­
cent o f the church adm in is tra to rs  and 55 percent o f  the laymen who 
were not used fo r  a s p e c if ic  re s p o n s ib ility  would have been w il l in g  to 
serve on a special group w ith  sp e c ific  re s p o n s ib il i t ie s .
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TABLE 16
WILLINGNESS FOR GREATER INVOLVEMENT
Church
Combined Adm inistrators Laymen
N 2 N J N af
Yes 40 56 19 56 21 55
NO 3 4 1 3 2 5
No response 28 40 13 41 15 40
Total 71 100 33 100 38 100
16. How do you perceive your basic
p o l i t ic a l  views?
1. Li beral
2_. Moderate to l ib e ra l
3. Moderate
4. Moderate to  conservative
5. Conservative
I t  was o f in te re s t to  th is  study to  learn  how trustees viewed 
themselves on a lib e ra l to  conservative continuum in  p o li t ic a l and 
re lig io u s  thought. The p a ra lle ls  are very s im ila r . Very few in d i­
cated a lib e ra l po in t o f view e ith e r  p o l i t ic a l ly  o r re lig io u s ly .  By 
fa r  the greatest percentage checked moderate, moderate to conservative, 
o r conservative . The la rg e s t percentage o f a l l  groups in  both areas 
considered themselves moderate to  conservative.





Combined Adm in istra tors Laymen
N J N S N %
L ibera l 2 2 0 0 2 4
Moderate to  lib e ra l 13 I I 5 7 8 15
Moderate 34 28 20 30 14 26
Moderate to  conservative 48 39 28 43 20 37
Conservative 22 18 13 19 9 17
No response 2 2 I I I I
Total 121 100 67 100 54 100
17. How do you perceive your basic 
re lig io u s  views in  re la tio n s h ip  
to  the d o c trine  o f the Seventh- 
day A dventis t Church? I .  L ib ­
era l 2. Moderate to  l ib e ra l







N jO N N o r
L ibera l 4 3 0 0 4 7
Moderate to  l ib e ra l 8 7 2 3 6 11
Moderate 17 14 10 15 7 12
Moderate to  conservative 51 43 20 45 21 38
Conservat i  ve 37 30 23 34 14 29
No response 4 3 2 3 2 3
Total 121 100 67 100 54 100
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18. Oo you th in k  the composition or 
mix o f the trustees o f  Andrews 
UrTiversity is  the best? (Church 
o f f ic ia ls ,  laymen, male, female. 
e thn ic  groups. etcT)
When respondents were asked i f  they f e l t  the present mix o f 
trus tees was the best, they ind ica ted  a considerable d iffe re nce  o f  
op in ion  between church adm in is tra to rs  and laymen. N inety-three per­
cent o f  the church adm in is tra to rs  and 63 percent o f the laymen f e l t  
i t  was best. While on ly 3 percent o f the church adm in istra tors 
ind ica ted  th a t the mix was not the best, 30 percent o f  the laymen 
ind ica ted  the composition was not the best.
TABLE 19 
EVALUATION OF BOARD COMPOSITION
Church
Combined Adm inistrators Laymen
N 9 f■9 N Of N y«
Yes 96 79 62 93 34 63
No IB 15 2 3 16 30
No response 7 6 3 4 4 7
TOTAL 121 100 67 100 54 100
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19. I f  no t, how do you th ink  i t  
could be improved?
Respondents were given the o ppo rtu n ity  to  l i s t  ways they 
thought the composition o f  the board could be improved. Following 
are some o f the w r it te n  responses:
"Too many ex o f f ic io  members who are too heavily  burdened 
to  attend many board meetings."
"Appointment o f fa c u lty  im portant. Those committed to 
the SDÀ church."
"Trustees need to  be more knowledgeable o f problems o f 
U n iv e rs ity ."
"More e ffe c t iv e  i f  they have no c o n f l ic t  o f  in te re s ts ."
"Being a member o f  many boards l im its  the time and in te r ­
est a person can give to  each in s t i t u t io n . "
"Board too la i^ e  and too dominated by the church. I t  
concerns i t s e l f  w ith  the wrong issue s ."
"There should be responsible rep resen ta tion ."
" I f  one is  to  be a trus tee  he must accept the responsi­
b i l i t i e s  o f  such."
"B e tte r attendance. I hu rried  home from Europe to 
attend a meeting to fin d  many G.C. members were absent."
"L im it board attendance to  trus tees o n ly ."
"Inc lude s tuden ts ."
"Must understand they are pa rt o f a to ta l educational 
program."
"Andrews U n ive rs ity  Board is  a rubber stamp."
"Trustees too detached geog ra ph ica lly ."
"Reduce percentage o f ex o f f ic io  members."
"When I was a trus tee  i t  was dominated by G.C. o f f ic ia ls . "
"Church is  loaded w ith  la i t y  o f  subs tan tia l s ta tu re  and 
are eager to  help but never get a chance."
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‘Boards are rubber stamos fo r  church personnel who are 
usua lly  ill-p re p a re d  o r  i l l - q u a l i f ie d  o r not a t a l l . "
"I have served on corporate boards, co llege boards, 
pub lic  school board, and church school boards. The Andrews 
experience was the most fru s tra tin g  and the lea s t useful o f 
any o f my 23 years o f  board service. Specialized s k i l ls  
and experience are ignored w hile  the church people p re c i­
p ita te  one crises a f te r  another tha t need never become 
issue s ."
"Board is  dominated by church representation and fa r  
too few laymen. More se lected business people on the 
Board would have been a b ig  asset to deal w ith  issues 
and problems much more w ise ly  and independently.
" I  feel the tendency in  the denomination is  to  be lieve 
the m in is try  has a l l  the  r ig h t  answers, and th is  may be so 
in  evange lis tic  m a tte rs . But in operating a co llege o r 
u n ive rs ity  many business p rin c ip le s  are very essentia l i f  
what is  r ig h t and best is  to  p re v a il."
"Less p o li t ic s  and more q u a lity  is  needed."
"More laymen and less from ordained m in is try ."
" Id e a lly  trustees b e tte r  to  be chosen on the basis o f 
q u a lif ic a tio n s  ra the r than pos itio n . In SDA p a r t ic u la r  
s itu a tion s  perhaps the present plan serves the U n ive rs ity  
b e s t."
"Board too large w ith  too many people w ith  special 
and overrid ing in te re s ts ."
20. How often d id  you a ttend  trustee  
meeti nqs ?
21. Did you attend
Questions 20 and 21 are very s im ila r  in  nature. Both res­
ponses ind icate th a t trus tees  attend a ll o r almost a l l  meetings. 
Only a small percentage (le ss  than 10 percent) ind ica ted  they occa­
s io n a lly  o r seldom attended meetings.
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TABLE 20
REGULARITY OF ATTENDANCE AT TRUSTEE MEETINGS
Church
Comb i  ned Admi n i  s tra to rs  Laymen
Question 20 N % N : N 2
Every 52 43 32 48 20 37
Almost every 60 50 31 46 29 54
Occasionally 4 3 2 3 2 4
Seldom 2 2 0 0 2 4
No response 3 2 2 3 1 1
Total 121 100 67 100 54 100
Question 21
A ll or most 107 89 63 95 44 81














Total 121 100 67 100 54 100
22. Did you serve on a trus tee  
sub committee?
Question 22 is  s im ila r  to  question 14, which d e a lt more w ith  
special committees o r special advisory cap ac itie s . Question 22, 
however, is  more concerned w ith  re g u la r, on-going trus tee  sub commit­
tees as used by many boards. The response here is  very s im ila r  to  
th a t from question 14. Only 39 percent o f the combined group have 
served on a sub committee o f the board. A la rg e r percentage o f these
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are church adm in is tra to rs  (43 percent to 33 percent). Sixty-seven 
percent o f the laymen checked no w h ile  on ly  53 percent o f the church 




Combined Adm in istra tors Laymen
N VlO N 9f N Î
Yes 47 39 29 43 18 33
No 71 50 35 53 36 67
No response 3 2 3 4 0 0
Total 121 100 67 100 54 100
23. Did you make a personal annual 
f in a n c ia l co n tr ib u tio n  to  Andrews 
U nivers ity?
24. Amount o f annual co n trib u tio n
Question 23 and 24 are concerned w ith  the annual fin a n c ia l 
co n tr ib u tio n s  and support by tru s te e s . Responses to  question 23 show 
th a t the pa tte rn  o f f in a n c ia l support is  cons is ten t among a l l  groups— 
the combined group showing 35 percent yes, 58 percent no, and 7 percent 
no response.
There is  considerable d iffe re n ce  in  the amount o f annual sup­
p o rt (question 24) given by tru s te e s . Twelve percent o f the church 
adm in is tra to rs  gave between SO -  $99 and 24 percent gave between $100- 
$499. No church adm in is tra to r gave in  any o f the other categories.
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Eleven percent o f the laymen gave between SO - S99 and 9 percent gave 
between SlOO -  S499. However, 7 percent gave between $500 -  $999,
2 percent gave between $1,000 and $9,999 and 2 percent gave over 
$10,000. The no response percentage (combined 63 percent, church 
adm in is tra to rs  64 percent, and laymen 62 percent) correponds w ith  the 
combined 58 percent, church adm in istra to rs 60 percent, and laymen 57 






Adm in istra tors Laymen
N % N * N 2
Yes 42 35 22 33 20 37
No 71 58 40 60 31 57
No response 8 7 5 7 3 6
Total 121 100 67 100 54 100
Question 24
$0 -  $99 14 12 8 12 6 11
$100 -  $499 21 17 16 24 5 9
$500 -  $999 4 3 0 0 4 7
$1,000 -  $9,999 5 4 0 0 5 9
$10,000 o r more 1 1 0 0 1 2
No response 76 63 43 64 33 62
Total 121 100 67 100 54 100
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25. Did you understand the responsi­
b i l i t i e s  o f a trus tee  before you 
agreed to  become one?
Regarding tru s te e s ’ understanding o f th e ir  re s p o n s ib il it ie s
before they became trus tees , there was very l i t t l e  d iffe re nce  in  the
percentage o f those who checked yes (combined 84 percent, church
adm in is tra to rs  87 percent, and laymen 81 pe rcen t). There was, however,
a s l ig h t  d iffe re n ce  between church adm in is tra to rs  and laymen who





Adm in istra tors Laymen
N % N % N %
Yes 102 84 58 87 44 81
No 14 12 5 7 9 17
No response 5 4 4 6 1 2
Total 121 100 67 100 54 100
26. Were you acquainted w ith  Andrews 
U n iv e rs ity ’ s stated m ission , 
in s t itu t io n a l p lan, and p o lic ie s  
when you served as a trustee?
Question 26 received the h ighest percentage o f p o s itive  
answers. N ine ty -s ix  percent combined, 95 percent o f church adminis­
t ra to rs ,  and 98 percent o f laymen thought they were acquainted w ith  
the U n iv e rs ity ’ s stated m ission, in s t itu t io n a l p lan, and p o lic ie s  
when they were elected as a tru s te e .
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TABLE 24
UNDERSTANDING UNIVERSITY STATED MISSION
Church
Combi ned Adm inistrators Laymen
N dO N X N t
Yes 116 96 63 95 53 98
No 4 3 3 4 1 2
No response 1 I 1 I 0 0
Total 121 ICO 67 100 54 100
27. While a tru s te e , d id  you stay abreast 
o f h igher education trends, le g is ­
la t io n ,  and other pub lic  p o lic y  by 
reading any o f  the fo llo w in g : 
ki^Q C Â jC Ltion  Govetjtâ iq  Soa.’uf (AGB)
h lo ts A . The. C h A -o tU c iz  K tM h eÂ ~
E d a c c L tio n . AGB Kepo/tXs. o r other 
m ateria l ?
Most trustees said they stayed abreast o f the trends in  higher 
education, le g is la t io n ,  and other pub lic  p o lic ie s  by reading m ateria ls  
espec ia lly  prepared fo r  trustees and educators. Percentages were 
s im ila r  in  a l l  responses by a l l  groups.
TABLE 25
CONTINUING EDUCATION OF TRUSTEESHIP
Church
Combined Adm in istra tors Laymen
N Î N y N y
Yes 83 69 47 70 36 67
No 33 27 16 24 17 31
No response 5 4 4 6 I 2
Total 121 100 67 100 54 100
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28. In what ways could an Andrews 
U n ive rs ity  tru s te e  be more 
e ffe c tive?
The concluding question in  Part I 6 f the questionnaire  was 
open-ended. Trustees ware asked to l i s t  ways th a t Andrews U n ive rs ity  
trustees could be more e ffe c t iv e . Following are some o f the responses:
"Be concerned w ith  the best fo r  the U n ive rs ity  and not 
be so concerned w ith  what the constituency w i l l  th in k .
Trustees should be leaders and not fo llow ers  o f  constituency 
th in k in g ."
"Inform trustees o f p o lic ie s ."
"Im portant agenda items should be discussed f i r s t  and not 
a t the end when trustees are weary. At Andrews U n ive rs ity  
too many ro u tin e  th ings are discussed a t length a t the begin­
ning o f meetings and im portant items are rushed through a t 
the end o f the m eeting."
"Encourage trustees to  attend AGB seminars and in te ra c t 
w ith  trustees o f  o ther in s t i tu t io n s . "
"Receive agendas in  advance."
"Be involved in  special task fo rc e ."
"Need to e s tab lish  sub-committees w ith  s p e c if ic  assign­
ments . "
"Take assignments se rio u s ly  and not ju s t  a prestige 
appointment."
"Know re s p o n s ib il i t ie s . "
"Be around enough to  know what is  going on ."
"Adm in istra tors run school. Board should g ive d ire c t io n ."
"Read o f f ic ia l  u n iv e rs ity  p u b lic a tio n s ."
"Become acquainted w ith  fa c u lty , s ta f f ,  and fa m ilie s  o f  
s ta f f . "
"Support u n iv e rs ity  f in a n c ia lly . "
"By being used more—othe r than trus tee  meetings."
"Less emphasis on loca l personal in te re s ts —p a r t ic u la r ly  
o f church re p re se n ta tive s ."
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"Keeping abreast on educational happenings."
'"Involve in  a sub-committee."
"B rie fings  the day before board.'"
"Executive board members keep up on matters q u ite  w e ll.
I ts  a fa rce  to  be a member o f the regu la r board. There is  no 
way one can know enough to  be e ffe c t iv e . "'
"The most im portant emphasis o f tru s te e s , adm in is tra to rs , 
e t c e tra , is  a strong C hris tian  commitment and C hris tian  
o r ie n ta tio n . This cannot be overemphasized."
"Time fo r  fa c u lty  and students to  meet trustees pe rsona lly ."
"Cannot be a good board member and meet on ly tw ice a ye a r."
"Boards are c red ited  fo r  and/or blamed fo r  many things 
they have no knowledge o f o r ever had a d iscussion o f . "
"Trustees must hold adm in is tra tion  accountable fo r  reports 
and in fo rm a tio n ."
"Performance standards should be se t fo r  the board, the 
p res iden t, the a d m in is tra to rs , the s ta f f ,  and each department."
"Trustees should not meddle in  a d m in is tra tio n ."
"Board needs to  provide meaningful d ire c t io n  to  meet the 
changing needs o f s o c ie ty ."
"Takes time to  be a worthwhile tru s te e ."
" I  suppose ce rta in  church adm in is tra to rs  ought to  be 
tru s te e s , but I wonder se rious ly  how much they (we) con­
t r ib u te .  Some seem to be there to  watch th e ir  own in te r ­
ests ra th e r than to  con tribu te  p o s it iv e ly  to  the board."
"Wish fo r  ways to  invo lve trustees in d iv id u a lly .  Spe­
c i f i c  assignments m ight h e lp ."
"By p a rtic ip a tin g  in  d iscussions. Many never voice an 
opi ni on. '"
"Greater i  nvol vement. '"
"More communication from the U n iv e rs ity ."
"By making more fin a n c ia l co n trib u tio n s  to  the U n ive rs ity  
and by encouraging th e ir  fr iends  to do so ."
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"Se b e tte r inform ed."
"Understand ro le  o f the board and ro le  o f the church ."
"Meet more fre q u en tly  w ith  sho rte r meetings."
"Improve q u a lity  o f s ta f f  work coming from the adm inis­
t ra t io n  to  the board."
"Be more open."
"Spend time on campus o ther than trus tee  m eetings."
" V is i t  w ith  o ther U n ive rs ity  adm in is tra to rs  to  ge t 
b e tte r acquainted w ith  U n iv e rs ity 's  present and fu tu re  
plans. "
"Have more m in o r it ie s  and women on Board."
"Trustee o r ie n ta t io n ."
"More time fo r  d iscuss ion ."
"Attend professional m eetings."
"Take re s p o n s ib il ity  s e r io u s ly ."
"Do not vote on issues unless f u l ly  informed."
"Be f u l ly  informed w ith  supporting m ateria l on every 
item on the agenda."
"Impossible fo r  a layperson to be e ffe c tiv e  unless they 
are on the executive committee and have substantia l time to 
devote."
"More f u l ly  informed on issues discussed. By being 
given options o r pros and cons on issues."
"More in fo rm a tion . We make tough decisions w ith  inade­
quate in fo rm a tio n ."
"More frequent v is i t s  to the U n iv e rs ity ."
"A dm in is tra tion  and church o f f ic ia ls  d o n 't l is te n  to  the 
specia lized expertise  o f  la i t y  when counsel is  g iven . This 
happens so o ften  th a t laymen give up try in g  to h e lp ."
"By reading more professional m ateria l on tru s te e s h ip ."
"Arrange campus tours so trustees know the campus and 
i t s  strengths and weaknesses."
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Section I I :  A ttitu de s  o f Trustees
toward Trustee R espons ib ilities
Part I I  o f the questionna ire  was d iv ided in to  sections
corresponding to John Nason’ s twelve trus tee  re s p o n s ib il it ie s .
I .  To Appoint the President
I I .  To Support the President
I I I .  To Assess the P resident's  Performance
IV. To C la r ify  the Mission o f the In s t i tu t io n
V. To Approve Long Range Plans
V I. To Approve the Educational Program
V II .  To Insure F inancial Solvency
V I I I .  To M aintain the Physical Plant
IX. To Preserve In s t itu t io n a l Autonomy
X. To Enhance the Public Image
XI. To Crrve as a Court o f Appeal
X II. To Assess Their Own Performance
The questionnaire  was fu rth e r subdivided. Trustees were asked
to respond to each item on the questionnaire on a scale o f (1) h igh ly
im portan t, (2) moderately im portant, (3) l i t t l e  importance, (4) not a
tru s te e  re s p o n s ib ility . A rank o f importance according to trus tee
response is  shown fo r  each item—each o f which is  p lo tte d  on a 0 to
10 scale.
In th is  study, those items ranked 7-10, on a 0 to 10 sca le , 
are considered o f g rea tes t importance, 3-7 as o f moderate importance, 
and 0-3 as o f lea s t importance.
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Trustee R esp o n s ib ility : Twelve
Trustee R esp o n s ib ilit ie s
( I )  The Appointment o f  the President was l is te d  :c  the g reatest 
re s p o n s ib il ity  o f  the composite group (1 0 .0 ), laymen (1 0 .0 ), and the 
1971-80 trustees (1 0 .0 ). I t  a lso received a high ranking w ith  church 
adm in is tra to rs  (7 .9 ) . I t  received only a moderate importance ranking 
from 1961-70 trus tees  (5 .5 ).
(IX) To Preserve In s t itu t io n a l Autonomy was ranked o f g reatest 
importance by church adm in is tra to rs  (9 .6 ) , but o f le a s t importance by 
a l l  o ther groupings: composite ( .8 ) ,  laymen ( .0 7 ) , 1961-70 trustees
( .0 ) ,  and 1971-80 trustees (1 .3 ).
(IV ) To Approve the Educational Program was ranked o f g reatest 
importance by church adm in is tra to rs  (1 0 .0 ), but o f le a s t importance 
by a l l  other groupings: Composite ( .5 ) ,  laymen ( .0 ) ,  1961-70 tru s ­
tees (2 .7 ) , and 1971-80 trustees ( .0 ) .
(VI) to  C la r ify  the Mission o f the In s t i tu t io n  was ranked o f 
h ighest importance by 1961-70 trustees (10 .0 ). I t  received a moderate 
rank among laymen (3 .1 ) ,  and a le a s t im portant rank w ith  church admin­
is tra to rs  (2 .7 ), 1971-80 trustees ( .3 ) ,  and composite grouping (1 .5 ).
Four tru s te e  re s p o n s ib ilit ie s  (X I) To Serve as a Court o f 
Appeal, (X) To Enhance the Public Image, ( V I I I )  To Maintain the Physi­
cal P la n t, and (V II )  To Insure Financial Solvency a l l  received ranking 
o f moderate importance by church adm in is tra to rs  (5 .9 , 5 .6 , 4 .9 , 3 .5 ) , 
but received le a s t importance by laymen ( .2 ,  .2 , .04, 1 .0 ), 1971-80 
trus tees ( .5 , .6 , .6 , .6 ) , and the composite group ( .2 ,  .04, .4 , .07).
The re s p o n s ib il ity  to  ( I I I )  Assess the President's Performance 
received a moderate importance rank w ith  laymen (4.6) and a le a s t
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EXHIBIT I
TRUSTEE RESPONSIBIMTY: TWELVE TRUSTEE RESPONSIBILITIES
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I. To Appoliii ihc PrcüiUcni
II. To Support Ihc President
III .  To Assess the President's Perfor­
mance
IV. To Clarify the Mission of the In­
stitution
V. To Approve Long Range Plans
VI. To Approve the Educational Pro­
gram
Unit Interval Scale fur t'omparisun Purposes
V II, To Insure Financial Solvency
V III. To Maintain the Physical Plant
IX . To Preserve Institutional Autonomy 
X. To Enhance the Public Image 
XL To Serve as a Court of Appeal 
X II. To Assess Their Own Performance
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im portant rank w ith  a l l  o the r groupings: church adm in istra to rs ( .0 ) ,
1961-70 trustees ( .5 ) ,  1971-80 trustees (1 .5 ) , and composite (1 .2 ) .
Only two re s p o n s ib il it ie s  received le a s t importance ranking 
by a l l  groups, ( I I )  To Support the President—composite (1 .5 ), church 
adm in is tra to rs  (2 .8 ) , laymen (2 .9 ) , 1961-70 trustees (1 .9 ) , and 1971- 
80 trus tee s  ( .6 )—and (V) To Approve Long Range Plans—composite ( .3 ) ,  
church adm in is tra to rs  (2 .7 ) , laymen (2 .0 ) , 1961-70 trustees (1 .3 ) ,  and 
1971-80 trustees ( .8 ) .
Trustee R espo ns ib ility : To Appoint
the President
Leadership a b i l i t y  (9) was unanimously chosen as o f g rea tes t 
importance in  the appointment o f  the president. I t  received a ranking 
o f 10.0 from a l l  groups. A t the o the r end. Counsel w ith  students on 
appointment o f president (4) was unanimously ranked the leas t impor­
ta n t,  rece iv in g  a .0 ranking from a l l  groups. Consider the p a r t ic u la r  
needs o f  the u n ive rs ity  o r co llege  a t the time o f  the appointment (5) 
was the on ly o ther item th a t received a greatest importance ranking 
(8 .4 ) and th a t only by 1961-70 trus tees . I t  received a moderate 
importance ranking by laymen and the composite group (4.9 and 4 .8  
re s p e c tiv e ly ) . Church adm in is tra to rs  ranked i t  le a s t important (1 .1 ).
Three groups—laymen, 1961-70 trus tees , and composite group 
(5 .6 , 5 .6 , and 3.9 re s p e c tiv e ly )—ranked the Organize search commit­
tee (1) as o f  moderate importance; church adm in istra to rs and 1971-80 
trus tees  ranked the needs o f  a search committee o f  le a s t importance 
(.69 and .7 , re sp e c tive ly ).
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I. To Appoint the Preiidcnl
1. Organize search committee
2. Counsei with facuity and administra* 
tion on appointment of president
3. Counsei with aiumni on appointment 
of president
4. Counsei with students on appoint­
ment of president
3. Consider the particuiar needs of the 
university or coliege at the time o f the 
appointment
Unit Interval Scale (or Comparison Purposes
Require that the president should 
have the/oiiowing:
6. Earned doctorate degree
7. Teaching experience
8. Previous administrative experience
9. Leadership ability
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I t  was in te re s tin g  to  note th a t church adm in is tra to rs  and 
1971-80 trustees ranked a l l  items as o f le a s t importance except the 
one item concerning leadership a b i l i t y .  Counsel w ith  alumni on 
appointment o f  president (3) is  the on ly  o the r item th a t was ranked 
by a l l  as le a s t im portant (composite 1 .0 , church adm in is tra to rs  .2 , 
laymen 1.1, 1961-70 trustees 1.6 , and 1971-80 trustees .1 ) .
There was a place a t the end o f each section fo r  comments. 
Comments fo llo w ing  the To Appoint the  President section were as fo llow s:
"Single most important task o f  tru s te e ."
"Wide counsel should be taken before any a c tio n ."
"In  SDA s itu a tio n  the c i r c le  o f p o s s ib i l i t ie s  fo r  a 
president is  somewhat lim ite d  and the candidates are q u ite  
wel1 known. “
"What about h is  s p ir itu a l q u a lif ic a tio n s ? "
"S p ir itu a l example and consistency o f  C hris tian  exper­
ience."
"Suggestions can be s o lic ite d  from in te re s t groups."
Trustee R e sp o n s ib ility : To Support
the President
To provide adequate a d m in is tra tive  s ta f f  to a s s is t p re s i­
dent (15) received the most g re a tes t importance ranking (composite 
10.0, church adm in is tra to rs  10.0, 1961-70 trustees 9 .2 , 1971-80 
trustees 8 .7 ). I t  received on ly a 5.0 ranking from laymen. Under­
stand the b u i l t - in  c o n flic ts  and demands placed upon the president 
(16) received a 10.0 ranking from laymen, but received 3.9 frœn 
church adm in is tra to rs , 5.9 from 1961-70 tru s te e s , and 4 .0  from 1971- 
80 tru s te es ; the composite ranking was 9 .2 . Allow pres iden t to  lead







































TRUSTEE RESPONSIBILITY: TO SUPPORT THE PRESIDENT
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II, To Support the PreildenI
10. Encourage (he prcsideni
11. Counicl prciidcnt again:: potential 
leriouf mUiakei
12. Support president In time of conflict
13. Be concerned with health of president
14. Be concerned with effectiveness of 
president
13. Provide adequate administrative staff 
to assist president
Unit interval Scale for Comparison Purpose*
16. Understand the built-in conflicts and 
demands placed upon the president
17. Allow president to lead rather than 
having trustees assume the leadership 
role
94
ra the r than having trustees assume the leadership ro le  (17) received 
greatest importance ranking from church adm in is tra to rs  (7 .9 ) and from 
1971-80 trus tees (8 .4 ). I t  received on ly  1.0 from 1961-70 trustees 
and 3.2 from laymen.
Counsel president aga inst p o te n tia l serious mistakes (11) 
received a l l  le a s t im portant rankings (conqwsite .0 , church adminis­
tra to rs  .0 , 1961-70 trustees .0 , 1971-80 trustees .1 , and laymen .6 ).
There seems to  be l i t t l e  concern also fo r  the P res ident's  
health (1 3 ), laymen .0 , 1971-80 trus tees .0 , church adm in is tra to rs  
1 .3 , and composite 1.7. Only 1961-70 trustees gave i t  a higher rank­
ing (7 .1 ) .
General comments are as fo llow s :
"Le t president express h is  concerns and problems ra the r 
than 'smother' him w ith  concern and counsel."
"Im portant th a t trus tees  no t t r y  to  move in to  the f ie ld  
o f a d m in is tra tio n ."
" I t  is  a c re d it to  the trus tees th a t the president succeeds."
"Should support but not b l in d ly . "
"Too many l iv e  too fa r  away to  be o f  any help and support 
to  the p res id en t."
"Should not be a rubber stamp. I f  disagree go to  president 
f i r s t ;  board chairman, second; then on ly  to  o the r trus tees .
Never should p res iden t's  a b i l i t y  be questioned to  non-supporters."
"Board members tend to  a c t p o l i t ic a l ly .  They should s tr iv e  
to  serve p ro fe s s io n a lly ."
"A good working re la t io n s h ip  between the president and 
the chairman is  v i t a l . "
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Trustee R esp o n s ib ility : To Assess
the P resident's Performance
Understand th a t  pe rfec tion  cannot be expected (24) received 
the highest number o f  g rea tes t importance rankings (laymen 10.0, 
1961-70 trustees 10.0, composite 9.2 and 1971-80 trustees 8 .0 ). 
Understand the re s p o n s ib il i t ie s  o f the president (18) a lso  consis- 
te n t ly  ranked o f g rea tes t importance (composite 10.0, church admin­
is tra to rs  8 .7 , laymen 7 .7 , 1961-70 trustees 7 .2 , 1971-80 trustees 
7 .0 ). Be ce rta in  in s t i tu t io n a l p o lic ie s  are being ca rr ie d  out (20) 
received a 10.0 by church a dm in is tra to rs , an 8.8 by composite 8.6 by 
1971-80 trustees and 7.7 by 1961-70 tru s te e s , but on ly a 4.4 by la y ­
men. Inform the p res iden t o f  the c r i te r ia  o f  eva luation  before o r a t 
the time o f appointment (19) received a 10.0 ranking by only 1971-80 
trus tees. I t  received from the composite 7 .3 , church adm in is tra to rs  
6 .7 , laymen 6 .3 , but on ly  a 2.9 from 1961-70 tru s te es .
Two items Emphasize ways o f improving h is  performance (22) 
and Make formal p e rio d ic  assessment o f the president and his p e rfo r­
mance (21) received le a s t im portant rankings by a l l  groups.
Personal comnents are as fo llo w s :
“C r ite r ia  should be established when president is  se lec ted ."
"Could be done through the board chairman."
"Trustees should no t breathe down the back o f president.
He is  the leader and should be trus ted  and l e f t  as free  as 
possible to  do h is  jo b . "
"Must re a liz e  no one is  p e rfe c t."
Trustee te s p o n s ib il i ty :  To C la r ify 
the Mission o f the In s t i tu t io n
Understand the c la r i fy in g  the m ission o f the in s t i tu t io n  is  a
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III. To Ah m i Ihc PmMenl’i  Pcrformaon
18. Underiland the rnponiibililie* of the 
preiidcni
19. inform the preiidcni of ihe criteria of 
evaluation before or at the time of 
appointment
20. Be certain inititutional poiiciei are 
being carried out
21. Make formal periodic asKument of 
the president and his performance
Unit Interval Scale tor Comparison Purposes
Emphasize ways of improving his per­
formance
23. Consider the personality and personal 
characteristics of the president 
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IV. To Qarify Iht Mluloa
25. Justify the existence of the institution 
in terms of its contributions to society 
and fuifiiiment of its mission
26. Understand that ciarifying the mis­
sion of Ihe institution is a Joint enter-
(irise of trustees, administration and acuity
27. Realize that over the years cir­
cumstances change and the original 
purposes or mission may be modified
28. Be willing to accept responsibility for 
ail institutional policies
4.............«.............. 6





jo in t  en te rp rise  o f  tru s te e s , adm in is tra tion , and fa c u lty  (26) 
received rankings o f 10.0 from a l l  groups.
Realize th a t over the years circumstances change and the 
o r ig in a l purposes o r m ission may be m odified (27) received the highest 
number o f  le a s t importance rankings (composite .0 , church adm in is tra ­
to rs  .0 , 1961-70 trus tees  .0 , 1971-80 trus tees  .0  and laymen 2 .7 ).
Be w il l in g  to  accept re s p o n s ib il ity  fo r  a l l  in s t itu t io n a l p o lic ie s  (28) 
a lso received a le a s t importance ranking by laymen .0 , composite 2 .3 , 
and 1971-80 trustees .3 . I t  received a 5.6 ranking by church admin­
is tra to rs  and a 5.9 ranking by 1961-70 tru s te e s .
General comments are as fo llo w s :
“ Can't conceive o f  any circumstance where basic m ission 
o f Andrews U n ive rs ity  would change."
"How and why the change is  the im portant question ."
"P o lic ies  may change but mission should re s is t  change."
"A ll decisions must be made w ith  the  in s t i tu t io n 's  mission 
in  m ind."
"This is  window dressing. I t  is  pu t on paper and ignored ."
Trustee R esp o n s ib ility : To Approve
Long-Range Plans
This re s p o n s ib il ity  was divided in to  th ree sections, f i r s t  
general responses, second what long-range plans should inc lud e , and 
th ird  re s p o n s ib ilit ie s  o f  trus tees.
There were two areas th a t were considered to  be o f  g rea test 
importance: f i r s t ,  in  the area o f trus tee  re s p o n s ib il ity .  Understand
th a t long-range planning must be f le x ib le  and have a lte rn a tive s  (37) 
was ranked by composite 10.0, church adm in is tra to rs  7.1 , laymen 10.0,
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To Approvo Long Rnago Pluu 
Underiiand ihallong range plan# are 
Ihe (iraiegie* for achieving the inilitu- 33. 
lion'* miuion 36.
Realize lhal long range pian* are 
especially needed in a period of 
declining resource* 37.





Unli Inierval Scale for Comparison Purpose*
Responsibilities o f  the trustee are to;
Draw up long range plan*
Approve adequate long range plan* 
drawn up by adminisiraiion and 
faculty
Understand that long range planning 
must be flexible and have alternatives 
Realize that long range planning must 
also include a realistic way to ac­
complish the plans
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1961-70 trustees 10.0, and 1971-80 trustees 7.1 , and second, in  what 
long-range plans should Include, Finances (31) was ranked by conqwsite 
9 .9 , church adm in is tra to rs  10.0, laymen 7 .0 , 1961-70 trus tees  5 .7 , 
1971-80 trustees 10.0. Even though both groups considered finances to 
be important in  p lann ing , church adm in is tra to rs  considered i t  o f 
h igher importance (10.0) than laymen (7 .1 ).
A ll groups a lso considered Realize th a t long-range planning 
must also include a r e a l is t ic  way to  accomplish the plans (38) to  be 
o f  g reatest importance (composite 8 .4 , church adm in is tra to rs  7 .7 , 
laymen 7 .0 , 1961-70, 1971-80 trustees 7 .6 ).
Of le a s t importance in  long-range planning was Draw up long- 
range plans (3 5 ). A ll groups place th is  a t a .0 rank ing .
There were two areas where there was considerable d iffe rence  
in  the ranking by church adm in is tra to rs  vs. laymen and 1961-70 trustees 
vs. 1971-80 tru s te e s . Understand th a t long-range plans are the s tra ­
teg ies fo r  achieving the in s t i tu t io n 's  mission (29) was ranked by 
church adm in istra to rs 9.1 as opposed laymen 5.3 and 1961-70 trustees 
5.6 to  1971-80 trus tees 7 .6 ; and the opin ion th a t long-range planning 
should include Curriculum (32) was shown by church adm in is tra to rs  7.7 
to  laymen 4.5 and 1961-70 trustees 5.0 to  1971-80 tru s te e s  8 .4 . The 
church adm in is tra to rs  and 1971-80 trus tees  were c lose r in  th e ir  rank­
ing and the laymen and the 1961-70 trustees were c lo se r in  th e irs .
General comments were as fo llo w s :
"R e sp o ns ib ility  o f  president but trustees should in s is t  
i t  be done."
"Trustees should be involved in  form ulating long-range 
p lans."
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"Even long-range plans can become ignored i f  not used 
as a road map."
Trustee R esp o n s ib ility : To Approve 
the Educational Program
Decide to  add or d e le te  schools, departments, o r programs C39) 
was the  item considered o f g re a tes t importance and received highest 
ranking by a l l  groups except 1961-70 trustees (composite 10.0, church 
adm in is tra to rs  10.0, laymen 10.0, 1961-70 trus tees 6 .2 , 1971-80 tru s ­
tees 10 .0 ). The 1961-70 trus tees  gave Approve tenure (45) the highest 
ranking (10 .0 ). Other groups also considered i t  o f g reatest impor­
tance ranking by a l l  groups except 1961-70 trustees (composite 9 .2 , 
church adm in is tra to rs  8 .8 , laymen 9 .2 , 1971-80 trustees 8 .6 , and 
1961-70 trustees 6 .3 ).
Approve what is  taught in  s p e c if ic  classrooms (41) received 
the le a s t importance ranking .0 by a l l  groups.
General conments are as fo llo w s :
"Must a c t only on recommendation o f  p re s id e n t."
"Academic freedom does not inc lude  r ig h t  to  teach be lie fs  
o th e r than those o f the church."
"Academic freedom w ith in  the framework o f  the in s t itu t io n 's  
m ission and purpose."
"Academic freedom w ith in  framework o f  the mission and 
purpose."
" 'T e n u re .' I'm w a itin g  fo r  a d e f in it io n  th a t means 
something more than lic e n s e ."
"Too many cases o f academic freedom + tenure + tro u b le ."
"Academic freedom must have ce rta in  l im ita t io n s  among 
SDAs."








































TRUSTEE RESPONSIBILITY: TO APPROVE THE EDUCATIONAL PROGRAM
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VI. To Approve Ikt Educational Program
39. Decide to add or delete ichoolt. 
depanmenli or programs
40. Approve the curriculum
41. Approve what is taught In specific 
classrooms
42. Keep abreast of changing times and 
educational needs
43. Formulate educational policies
44. Understand that faculty should have 
academic freedom
43. Approve tenure
46. Approve faculty promotions
Unit interval Scale lor Comparison Purposes
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Trustee R esp o n s ib ility : To Insure
Financia l Solvency
Determine the s ize  and adequacy o f operating  budget (59) 
received the g reatest importance ranking (composite, 10.0, church 
adm in is tra to rs  10.0, laymen 8 .9 , 1961-70 trus tees  10.0, 1971-80 tru s ­
tees 9 .5 ) . See th a t in s t i tu t io n  is  managed w e ll (50) also received 
the g rea test importance ranking by most groups (composite 9 .1 , church 
adm in is tra to rs  8 .9 , laymen 10.0, 1971-80 trus tees  10.0), but the 
1961-70 trustees gave i t  a moderate importance score (6 .0 ). Be cer­
ta in  th a t income equals expenses (52) is  the o n ly  o ther item th a t 
received a l l  g reatest importance rankings (composite 8 .2 , church 
adm in is tra to rs  8 .3 , laymen 9 .2 , 1961-70 tru s te e s  7 .5 , 1971-80 tru s ­
tees 8 .3 ) .
The lea s t importance ranking was very consis ten t w ith  a l l  
groups and dea lt w ith  fund ra is in g  and seeking support: E n lis t o the r
vo lunteers (57) was ranked by composite .0 , church adm in istra tors .3 , 
laymen .0 , 1961-70 trustees .0 , 1971-80 tru s te es  .0 ; S o l ic i t  c o n tr i­
butions from others (5 6 ), composite .1 , church adm in istra tors .0 , 
laymen .8 , 1961-70 trustees .09, 1971-80 trus tees  .1 ; Contribute per­
sona lly  to  the support o f  the in s t i tu t io n  (5 4 ). composite 2 .3 , church 
adm in is tra to rs  2 .3 , laymen 2 .6 , 1961-70 trus tee s  1.2 , 1971-80 trustees 
2 .9 ; and Help to id e n t ify  and c u lt iv a te  p o te n tia l donors (55 ), com­
pos ite  2 .5 , church adm in is tra to rs  2 .4 , 1961-70 trustees 1.4. Only 
the laymen and 1971-80 trustees gave th is  item a very low moderate 
importance ranking (3.3 and 3 .0 , re s p e c tiv e ly ).
General comments are as fo llow s :
"Need to take grea ter p a rt in  re s p o n s ib il ity  o f fund­
ra is in g ."



































TRUSTEE RESPONSIBILITY: TO INSURE FINANCIAL SOLVENCY
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To iMun FliioïKlal Solvency 
Accept respoiuibilUy for financial 36.
health of the institution 37.
See that institution is managed weli 38.
Invest endowments with prudence 
Be certain that income equais ex- 39.
penses
Accept the responsibility for seeking 60.
new sources of income 61.
Contribute personally to the support 
of the institution
Heip to identify and cultive potential 
donors
Unit Interval Scale (or Comparleon Purpoeet
Solicit contributions from others 
Enlist other volunteers 
Provide for fund raising that is con­
tinuous
Determine the size and adequacy of 
operating budget 
Determine tuition and fees 
Set salary schedules and fringe 
benefits
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“Management o f finances under d ire c tio n  o f  f in a n c ia l 
s p e c ia lis t .  Final approval by tru s te e s ."
“ Personal co n tribu tions  is  des irab le  bu t one might not 
be able to  con tribu te  but s t i l l  be a good tru s te e ."
“Much o f  th is  can be handled through sub-com nittees."
“Not responsib le  fo r  f in a n c ia l health  but must accept 
re s p o n s ib il i ty  to  see th a t in s t i t u t io n  is  managed properly 
so i t  w i l l  be f in a n c ia lly  h e a lth y ."
" I  gave through the chu rch .“
"My dad was a generous c o n tr ib u to r fo r  many years and 
I f e l t  th a t was s u f f ic ie n t . "
Trustee R e sp o n s ib ility : To M aintain 
the Physical P lanF
In th is  area o f trustee  re s p o n s ib il ity  there  was unanimous 
ranking on the item o f  greatest importance and le a s t importance. 
Authorize the construc tion  o f b u ild in g s  (63) received a 10.0 rank 
by a l l  groups and Provide necessary maintenance fo r  bu ild ings and 
campus (65) received a .0 rank by a l l  groups. Other items were
scattered throughout the e n tire  graph. The on ly  o the r items th a t 
received an extreme high or low rank were Provide necessary physical 
f a c i l i t ie s  to  meet in s t itu t io n a l goals and educational needs (62) 
which received a 9.8 by church adm in is tra to rs  and Select the a rc h ite c t 
and approve a rc h ite c tu ra l design (64) which received a .6 from laymen. 
There were no general comments l is te d  under th is  section.
Trustee R e sp o n s ib ility : To Preserve 
In s t itu t io n a l Autonomy
There was consisten t high and low ranking in  th is  area o f 
re s p o n s ib il ity .  In s is t  th a t donors not be allowed to  d ic ta te  unaccept­
able cond itions (67) received a 10.0 ranking from a l l  groups and











































TRUSTEE RESPONSIBILITY: TO MAINTAIN THE PHYSICAL PLANT
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VIII. To Mmlmlmlm the Phyikal Plenl
62. Provide ncccuarv physical facilities to 
meet Insilluilonal goals and educa­
tional needs
63. Authorize the construction of 
buildings
64. Select the architect and approve ar­
chitectural design
65. Provide necessary maintenance for 
buildings and campus
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IX. To PrcMrvt laslllullonal Autonomy
66. See that the university must maintain 
a high degree of independence from 
non sponsored control
67. Insist that donors not be allowed to 
dictate unacceptable conditions
68. Realize that trustees are responsible 
for defending the institution
69. Insure that the university maintains 
its role as critic of society
Unit Interval Scale for Comparison Purposes
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Insure th a t the u n iv e rs ity  maintains I t s  ro le  as c r i t i c  o f soc ie ty  (69) 
received a .0 ranking from a l l  groups.
Only one o the r item See th a t the u n iv e rs ity  must m ainta in  a 
high degree o f independence from non-sponsored contro l (66) received 
a g reatest importance rank (church adm in is tra to rs  9 .3 ). A ll o the r 
groups ranked th is  as o f  moderate importance (composite 6 .7 , laymen 
5 .3 , 1961-70 trus tees 3 .9 , 1971-80 trus tees  6 .0 ).
General comments are as fo llo w s :
"More im portant to  understand and provide a lte rn a tiv e s  to  
soc ie ty  than to  c r i t i c iz e . "
"Seventh-day A dventis t Church and Andrews U n ive rs ity  are 
re a lly  one u n it . "
"Should be a place where d iscussion can take p la ce ."
"Must be in  re la tio n s h ip  to  the church th a t gives su p p o rt."
" I t  takes more in te llig e n c e  to  understand soc ie ty  than to 
c r i t ic iz e  i t .  Society must be assessed both p o s it iv e ly  and 
nega tive ly ."
Trustee R espons ib ility : To Enhance
the Public Image
There is  a con tras t in  ranking between the 1961-70 trus tees  
and a l l  o ther groups in  th is  trus tee  re s p o n s ib il ity .
A trus tee  should in te rp re t the u n iv e rs ity  to  the comnunity (74) 
received a g reatest importance and h ighest ranking by a l l  groups 
except 1961-70 trus tees  (composite 10.0, church adm in is tra to rs  10.0, 
laymen 10.0, 1971-80 trustees 10.0). I t  received a le a s t importance 
and lowest ranking by the 1961-70 trus tees  ( .0 ) .
The 1961-70 trustees ranked A tru s te e  should a c t iv e ly  promote 
the in s t itu t io n  (72) o f  greatest importance (10 .0 ). This item  received
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X. To Eohanc* (he Public Iruage
70. The responsibility of trustees goes 
beyond lending their names and 
prestige to an Institution
71. Trustees should give public support to 
«11 board action despite Individual 
and/or personal opinions
72. A trustee should actively promote the 
institution
73. A trustee should interpret the com­
munity to the university
74. A trustee should interpret the univer­
sity to Ihe community
Unit Interval Scale for Comparison Purposes
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a moderate importance ranking by the composite grouping (5 .8 ) and 
1971-80 trustees (3 .4 ) and a le a s t im portant ranking by church admin­
is t ra to rs  (2 .6) and laymen ( .5 ) .
The re s p o n s ib il ity  o f trustees goes beyond lending th e ir  names 
and p restige  to  an in s t i tu t io n  (70) received three le a s t im portant 
rankings (conqwsite .0 , laymen .0 , 1971-80 trustees .0 , church admin­
is t ra to rs  1 .4 ).
The only o the r item  rece iv ing  a .0 was by church adm in is tra to rs
—Trustees should g ive  p u b lic  support to  a l l  board action  desp ite
in d iv id u a l and/or personal opinions (71). Laymen'ranked th is  1 .4 , 
a lso o f  le a s t importance. Two other groups gave i t  a moderate impor­
tance ranking (composite 5 .2 , 1971-80 trus tees 3 .2 ). One group,
1961-70 trus tees , ranked i t  o f greatest importance (8 .9 ).
General conments are as fo llo w s :
"There could be a m ino rity  re p o rt" under ce rta in  circum­
stances . "
"Must speak mind a t  board meetings, but once action  
taken, they must a c t w ith  one vo ice ."
"Those who say we c a n 't adopt a p o lic y  because the con­
s tituency  w i l l  no t understand should adopt the p o lic y  and
take steps to see th a t the p o lic y  is  understood."
Trustee R e so n s ib ility : To Serve
as a Court o f Appeal
Of the two items There should be c le a r ly  established and pub­
l ic iz e d  codes governing fa c u lty  status and student behavior (75) 
received a 10.0 and g re a tes t importance rank by the composite group­
in g , church adm in is tra to rs , and 1961-70 tru s te e s . Both fa c u lty  and 
students have r ig h ts  and should have due processes by which those
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XI. To Serve a* a Court ol Appeal
75. There ihould be clearly etiabliihed 
and publicized codes ■overning facui- 
ly iiaiui and student behavior
76. Both faculty and students have rights 
and should have due processes by 
which those rights are protected
Unit Interval Scale lor Comparison Purposes
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r ig h ts  are protected (76) received a 10.0 and greatest importance 
ranking by laymen and 1971-80 trus tees .
General comments are as fo llo v fs :
"Due process provid ing i t  doesn 't ge t in  the way o f the 
m ission or heart o f the ope ra tion ."
"Only ra re ly  and fo r  major problems."
"Only a f te r  grievance conmittee has fa ile d  to  c o n c il ia te . "
Trustee R esp ons ib ility : To Assess
The ir Own Performance
The f in a l d iv is io n  o f trus tee  re s p o n s ib il ity  To Assess T he ir 
Own Performance is  d iv ided in to  three sec tions , (1) the type o f  evalu­
a tio n  th a t should take place, (2) the frequency o f the eva lua tion , 
and (3) items a s e lf  study should inc lude .
Part I —Type o f Evaluation
A Systematic (79) study was ranked as greatest importance by 
a l l  but the 1961-70 trustees (composite 10.0, church adm in is tra to rs
9 .8 , laymen 10.0, 1971-80 trustees 10 .0). The 1961-70 trustees ranked 
Systematic (79) a t 6.3 and ranked By s e lf  study (80) w ith  a 10.0 rank­
ing . A ll o ther groups also ranked By s e lf  study (80) as o f g rea tes t 
importance w ith  the fo llo w ing  scores, composite 8 .8 , church adminis­
tra to rs  10.0, laymen 7 .6 , 1971-80 trus tees  7 .9 .
By an outside consultant (81) received a le a s t importance 
ranking by a l l  groups (composite .0 , 1971-80 trustees .0 ). Formal (77) 
eva lua tion  also received a le a s t im portant rank by a l l  except the 
1961-70 trustees (4 .5 ) . Ranking was as fo llo w s : composite 1 .7 , 
church adm in istra to rs 1 .9 , laymen 1 .6 , 1971-80 trustees .8.
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80. By (elf itudv
81. By an ouliioe eoniuliam
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Part I I —Frequency o f Evaluation
There was unanimous ranking in  the frequency o f  eva luation. 
Every three years (83) received a g reatest importance and 10.0 rank­
ing by a l l  groups. Every year (82) received a le a s t importance and 
.0 ranking by a l l  groups. Every f iv e  years (84) a lso  received a 
le a s t im portant ranking and a co ns is ten tly  s im ila r  rank by a l l  groups 
(composite 1 .6 , church adm in is tra to rs  1 .7 , laymen 1 .7 , 1961-70 tru s ­
tees 1 .0 , 1971-80 trustees 1 .7 ).
P art I I I — Items S e lf Study Should Include
In th is  section Attendance a t board meetings (93) received a 
g rea test importance and a 10.0 rank by the 1961-70 trus tees. A ll 
o the r items received a le a s t importance ranking by the 1961-70 tru s ­
tees.
Understanding tru s te e  re s p o n s ib ility  (85) received the g rea t­
es t importance ranking by composite 10.0, church adm in istra to rs 7 .7 , 
and 1971-80 trustees 10.0. Attendance a t board meetings (93) 
received a 10.0 rank from church adm in is tra to rs  and 1961-70 tru s te e s , 
and the fo llo w in g  rank from o ther groups: composite 8 .7 , laymen 7 .2 , 
and 1971-80 trustees 7 .8 .
F u lf illm e n t o f ro le  as trus tee  (86) and A ctive  p a rtic ip a tio n  
in  board meetings (89) both received several g rea tes t importance 
rankings. F u lf illm e n t o f ro le  as trustee(86) showed the fo llow ing  
rank ing : composite 7 .1 , laymen 7 .7 , 1971-80 trus tees  7 .9 , w ith  church 
adm in is tra to rs  ranking i t  4 .9 . Active p a r t ic ip a tio n  in  board meet­
ings (89) was ranked by composite 7 .8 , laymen 8 .5 , 1971-80 trustees
7 .9 , and church adm in is tra to rs  5.3.

















































Fnquency o f  evaluation;
82. Every year
83. Every three years
84. Every five years











































TRUSTEE RESPONSIBILITY: SELF STUDY SHOULD INCLUDE FOLLOWING ITEMS
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S«lf study should Include the follow- 
Ing Items:
Undemanding iruiiee responsibilityi  I86. Fuinilmenl or role as trustee
87. Knowledge of institution 
Self improvement of trustee (attend­
ing seminars, reading books, etc.)
. • ■ • tin r  ‘
meetings
89. Active participation i board
Unit Interval Scale lor Comparlmon Purpoaea
91. Participation in fund raising
92. Adeouate preparation for board 
meetings
93. Attendance at board meetings
94. Participation on committeei
90. Support of the majority of decisions 
made
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P a rtic ip a tio n  in  fund ra is in g  (91) was o f 1 east importance 
and ranked .0 by a l l  groups.
Following are general comments on trus tee  s e lf-e v a lu a tio n :
"Constituency is  responsible in  the la s t  analysis fo r  
trus tee  e va lu a tio n ."
"Should support a l l  decisions re s u lt in g  from m a jo r ity  
vo te ."
"Too many have 'tunnel v is io n .* "
"Need a v is io n  o f greatness and excellence under God.“
"Too much to  expect Seventh-day Adventist co llege  tru s ­
tees to  r e a l is t ic a l ly  evaluate th e i r  performance. A t best 
they are i l l- in fo rm e d  o f  the com plexities o f co llege opera­
tio n s . Too o fte n  th e ir  appointments are made because o f 
th e ir  p o s itio n s . Too many regard th e ir  trusteesh ip  as e ith e r  
a burden o r an oppo rtun ity  to  fo s te r  th e ir  o ther tasks o r 
promote personal 'p e t ' n o tion s ."
"An outside consu ltan t is  a waste o f  money. They have 
to  educate themselves to  the in s t i t u t io n  and they w i l l  never 
understand the uniqueness o f an SDA in s t i tu t io n . "
"Every year trustees should evaluate themselves."
"The mind is  capable o f assessment th a t surpasses a 
formal assessment on paper."
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CHAPTER Y
SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS 
Sunmiary
Purpose o f the Study
The purpose o f the study was to :
1. Id e n t ify  the ch a ra c te r is tic s  o f  Andrews U n ive rs ity  tru s ­
tees inc lud ing  demographic inform ation regarding age, education, 
profession, p o l i t ic a l  views, trustee  prepara tion , c o n tr ib u tio n  record, 
and trus tee  p a r t ic ip a t io n .
In summary most Andrews U n ive rs ity  tru s te e s , when serving as 
a tru s te e , were 50-59 years o f age (37 percen t), held a m aster's 
degree (26 pe rcen t), were church adm in is tra to rs  (55 pe rcen t), and did 
not serve a t the same time as a tru s te e  o f any o ther u n iv e rs ity  or 
co llege (56 pe rcen t). These trustees were not given an o r ie n ta tio n  
to  trus teesh ip  (89 percent) but f e l t  th a t such an o r ie n ta tio n  would 
have been h e lp fu l (77 percen t). They were not a c tiv e ly  involved as a 
trus tee  o the r than a ttend ing trus tee  meetings (59 percent) bu t would 
have been w i l l in g  to  become more a c tiv e ly  involved (56 pe rcen t). They 
considered th e ir  p o l i t ic a l  views (39 percent) and th e ir  re lig io u s  
views (43 percent) to  be moderate to  conservative. In a d d it io n , the 
trustees f e l t  th a t the composition o r mix o f  the board was good (79 
percent), they attended most o f the reg u la r trustee  meetings (93
118
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percen t), d id  not serve on a tru s te e  sub-conmlttee (50 percen t), did 
no t make an annual co n tr ib u tio n  to  the u n iv e rs ity  (58 percent) and 
f e l t  they understood trus tee  re s p o n s ib il it ie s  (84 percent) and the 
u n iv e rs ity 's  stated mission (96 percen t). Most kept abreast on higher 
educational trends (59 percent).
2. Determine how trus tees o f  Andrews U n ive rs ity  perceive/ 
perceived th e ir  ro le  in  re la t io n s h ip  to  the twelve tru s te e  responsi­
b i l i t i e s  l is te d  by Nason (1980).
Of the twelve trus tee  re s p o n s ib il it ie s  l is te d  by Nason (1980), 
the three tru s te e  groups (composite, laymen, 1971-80 trus tees) per­
ceived th a t To Appoint the President ranked h ighest in  importance.
To Approve the Educational Program was ranked h ighest by trustees who 
were church adm in is tra to rs ; and To C la r ify  the M ission o f the In s t i ­
tu t io n  was ranked highest by 1961-70 trus tees . To Assess Their Own 
Performance was ranked lowest by the composite group; To Assess the 
P res iden t's  Performance was ranked lowest by the church adm in is tra to rs ; 
and To Approve the Educational Program was ranked lowest by both lay ­
men and 1971-80 trus tees. The 1961-70 trustees ranked To Serve as 
a Court o f  Appeal as the low est.
3. Compare responses o f  those who served as trustees from 
1961-1970 w ith  those who served as trustees from 1971-1980.
Two o f  Nason's twelve tru s te e  re s p o n s ib ilit ie s  were seen 
considerably d if fe re n t by the trustees serving from 1961-1970 and 
those trus tees serving from 1971-1980. These were To C la r ify  the 
Mission o f  the In s t itu t io n  (more im portant to the 1961-70 group) and 
To Appoint the President (more im portant to the 1971-80 group).
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4. Compare the responses o f those whose primary profession 
was/is e c c le s ia s tic a l o r church adm in is tra tion  w ith  o ther trustees.
There were s ix  o f Nason's twelve tru s te e  re s p o n s ib il it ie s  
where there  was considerable d iffe re n ce  between church adm in istra tors 
and laymen. Those considered more important by church adm in istra tors 
were (1) To Approve the Educational Program, (2 ) To Preserve In s t i tu ­
tio n a l Autonomy. (3) To Serve as a Court o f Appeal. (4) To Enhance 
the Public Image, (5) To Maintain the Physical P la n t. The laymen 
f e l t  th a t To Assess the P res iden t's  Performance was more im portant.
5. Gather and analyze data and suggest fo r  review , consider­
a tio n , and possib le  adaptation a plan o f o r ie n ta tio n  fo r  trustees to  
th e ir  re s p o n s ib il i t ie s .
From the study there seems to  be a need fo r  continuing pro­
grams o f tru s te e  o r ie n ta tio n , education, and development. This is  
needed on three le v e ls : (1) in fo rm ation  given, (2) s k i l ls  developed,
and (3) the changing o f philosophy and a tt itu d e s . In order fo r  an 
educational program to  be successful the fo llo w in g  are essen tia l:
(1) Trustees must recognize the need, (2) the program must be c o n ti­
nuing, (3) those w ith  professional experience in  tru s tee  education 
must be invo lved , and (4) an adequate budget.
Population Studied
Since i t s  establishment in  1960 and u n t i l  1980, 154 have 
served as trus tees o f  Andrews U n ive rs ity . Nine o f  th is  group are 
deceased, two could not be loca ted . The questionnaire  was sent to 
143 possib le respondents. Six sta ted th a t they were unaware o f th e ir  
e lec tion  as trus tees and thus were unable to  respond. Of the to ta l
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tru s te e s , 137 were v iab le  respondents. One hundred twenty-one (88 
percent) responded. Of those responding 67 (55 percent) were church 
a d m in is tra to rs , 54 (45 percent) were non-church adm in is tra to rs . 
E ighty-two (68 percent) were trus tees  serving from 1971-1980 w h ile  
39 (32 percent) were trus tees serving from 1961-1970.
Procedures
A tw o-part questionna ire  was sent to  each v iab le  tru s te e .
Part one requested tw en ty-e igh t responses; p a rt two requested n in e ty -  
fo u r responses.
A le t te r  exp la in ing the s tudy, a le t te r  from the President 
o f  Andrews U n ive rs ity  endorsing the study, and a self-addressed enve­
lope were sent w ith  each questionna ire  to  143 cu rre n t and former 
tru s te e s . Four weeks were allowed fo r  the respondents to  complete 
and re tu rn  the questionna ire . A second le t te r  and questionnaire were 
sent to  those who did not respond; a request was made th a t the ques­
tio n n a ire  be returned in  fo u r weeks. A th ird  le t t e r  and questionna ire  
were sent to  those not responding.
Major Findings
This study provides the  answer to  two questions. A fte r care­
fu l ana lys is  o f  the data, the fo llo w in g  answers are given:
Question one. Is the re  a magnitude d iffe re n ce  between the  
way church adm in istra tors and non-church adm in is tra to rs  (laymen) 
view/viewed th e ir  trus tee  re s p o n s ib il it ie s  as l is te d  by Nason?
A spread o f fou r po in ts  o r  more was used as a determining 
fa c to r  fo r  a magnitude d iffe re n c e . There were 106 possible responses.
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Sixteen were o f magnitude d iffe rences . In re p o rtin g  the d iffe rences 
each item has been l is te d .  In the parentheses fo llo w in g  each item is  
l is te d  f i r s t  the group w ith  the higher rank ing , second the po in t 
spread between two groups, and th ird  the group w ith  the lower ranking. 
(Ch represents the church-admin is tra tio n  tru s te e s , and Lay the la y -  
member tru s te e s .)
Twelve Trustee R e sp o n s ib ilit ie s—
1. To approve the educational program (Ch, 10.0, Lay)
2. To preserve in s t itu t io n a l autonomy (Ch, 9.53, Lay)
3. To serve as a co u rt o f appeal (Ch, 5 .7 , Lay)
4. To enhance the pu b lic  image (Ch, 5 .4 , Lay)
5. To maintain the physical p lan t (Ch, 4 .86 , Lay)
5. To assess the p res iden t's  performance (Lay, 4 .6 , Ch)
Sub l is t in g s —
7. Organize search comnittee (Lay, 4 .91 , Ch)
8. Understand the b u i l t - in  c o n flic ts  and demands placed 
upon the president (Lay, 6 .1 , Ch)
9. Provide adequate adm in is tra tive  s ta f f  to  a s s is t p re s i­
dent (Ch, 5 .0 , Lay)
10. Allow president to  lead ra ther than having trustees 
assume the leadership ro le  (Ch, 4 .7 , Lay)
11. Be ce rta in  in s t itu t io n a l p o lic ie s  are being ca rried  out 
(Ch, 5 .6 , Lay)
12. Be w il l in g  to  accept re s p o n s ib il it ie s  fo r  a l l  in s t i t u ­
tio n a l p o lic ie s  (Ch, 5 .6 , Lay)
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13. Select the a rc h ite c t and approve a rch ite c tu ra l design 
(Ch, 4 .5 , Lay)
14. There should be c le a r ly  estab lished and pub lic ized  codes 
governing fa c u lty  s ta tus and student behavior (Ch, 10.0, Lay)
15. Both fa c u lty  and students have r ig h ts  and should have due 
process by which those r ig h ts  are protected (Lay, 10.0 Ch)
16. Adequate preparation fo r  board meetings (Lay, 4 .3 , Ch)
Question two. There is  a magnitude d iffe re nce  between the way
trustees who served between 1961-1970 and those who served between 
1971-1980 view/viewed th e ir  re s p o n s ib il it ie s  as l is te d  by Nason.
The same determ ining fa c to r and reporting  method is  used in  
question two as was used in  question one. There were 106 possib le  
responses, tw e n ty -five  were o f magnitude d iffe re n ce .
Twelve Trustee R e sp o n s ib ilit ie s—
1. To c la r i f y  the mission o f the  in s t itu t io n  (1961-70 tru s ­
tees, 9 .7 , 1971-80 trus tees)
2. To appoint the president (1971-80 trus tees , 4 .5 , 1961-70 
tru s te e s )
Sub L is tin g s —
3. Consider the p a rtic u la r  needs o f  the u n iv e rs ity  o r 
co llege  a t the time o f the appointment (1961-70 trus te e s , 7 .6 , 1971- 
80 trus tees)
4. Counsel w ith  fa c u lty  and adm in is tra tion  on appointment 
o f  p res iden t (1961-70 tru s te e s , 5 .8 , 1971-80 trustees)
5. Teaching experience (1961-70 tru s te e s , 5 .3 , 1971-80 
trus tees)
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6. Previous adm in is tra tive  experience (1961-70 tru s te e s , 5 .1 , 
1971-80 trus te es)
7. Organize search committees (1961-70 trus te e s , 4 .9 , 1971-80 
tru s te e s )
8. Be concerned w ith  e ffec tiveness o f  president (1971-80 
tru s te e s , 7 .5 , 1961-70 trus tees)
9. A llow  president to  lead ra th e r than having trustees assume 
the leadership ro le  (1971-80 tru s te e s , 7 .4 , 1961-70 trustees)
10. Be concerned w ith  hea lth  o f  president (1961-70 tru s te e s ,
7 .1 , 1971-80 trustees)
11. Support president in  tim e o f c o n f l ic t  (1961-70 tru s te e s ,
6 .0 , 1971-80 trustees)
12. Inform the president o f  the c r i te r ia  o f evaluation before 
or a t the time o f  appointment (1971-80 tru s te e s , 7 .1 , 1961-70 trus tees)
13. Be w il l in g  to  accept re s p o n s ib il ity  fo r  a l l  in s t itu t io n a l 
p o lic ie s  (1961-70 trus tees , 6 .6 , 1971-80 trus tees)
14. See th a t in s t itu t io n  is  managed w ell (1971-80 tru s te e s ,
4 .0 , 1961-70 trus tees)
15. A trus tee  should in te rp re t the u n iv e rs ity  to  the commu­
n ity  (1971-80 trus tees , 10.0, 1961-70 trus tees)
16. A trus tee  should a c t iv e ly  promote the in s t itu t io n  (1961- 
70 tru s te e s , 6 .6 , 1971-80 trus tees)
17. The re s p o n s ib ility  o f  trus tees goes beyond lending th e ir  
names and p restige  to an in s t i tu t io n  (1961-70 tru s te e s , 6 .4 , 1971-80 
tru s te e s )
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18. Trustees should give pub lic  support to  a l l  board a c t iv ­
i t ie s  despite  in d iv id u a l and/or personal opin ions (1961-70 tru s te e s , 
5 .7 , 1971-80 trus tees)
19. There should be c le a r ly  estab lished and pub lic ized  codes 
governing fa c u lty  s ta tus  and student behavior (1961-70 tru s te e s ,
10.0, 1971-80 trus tees)
20. Both fa c u lty  and students have r ig h ts  and should have due 
processes by which those r ig h ts  are protected (1971-80 tru s te e s , 10.0, 
1961-70 trus tees)
21. Understand tru s te e  re s p o n s ib il it ie s  (1971-80 tru s te e s ,
9 .1 , 1961-70 trus tees)
22. F u lf illm e n t o f ro le  as tru s te e  (1971-80 trus te e s , 7 .5 , 
1961-70 trus tees)
23. A ctive  p a r t ic ip a tio n  in  board meetings (1971-80 tru s te e s ,
7 .2 , 1961-70 trustees)
24. Knowledge o f  in s t i tu t io n  (1971-80 tru s te e s , 6 .0 , 1961-70 
tru s te e s )
25. Self-improvement o f  trus tee  (1971-80 trus tees , 4 .0 , 1961- 
70 trus tees)
A dd itiona l Findings from Questionnaire
In add ition  to  the magnitude d iffe rence s  among the grouping
o f trustees there were o ther s ig n if ic a n t fin d in g s  th a t the study
revealed.
1. A ll groups ranked counsel w ith  students and a lunn i in
the appointment o f the president as le a s t im portant.
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2. A ll groups ranked Realize th a t over the years circum­
stances change and the o r ig in a l purposes o r m ission may be modified 
as o f le a s t importance.
3. A ll groups ranked Approve what is  taught in  s p e c if ic  
classrooms as o f le a s t importance, y e t in  c e rta in  d iv is io n s  o f the 
in s t i tu t io n  approval is  sought by c e rta in  groups.
4. A ll areas dealing w ith  development and fund ra is in g  were 
ranked as lea s t im portan t; e .g . .  C ontribute persona lly  to  the support 
o f the in s t i t u t io n . Help to  id e n t ify  and c u lt iv a te  donors. S o l ic i t  
con tribu tions  from o th e rs . E n lis t o ther vo lun tee rs . In  ad d itio n  P a rti - 
c ip a tio n  in  fund ra is in g  was ranked as le a s t im portant o f  items th a t 
should be included in  a s e lf-s tu d y .
5. A ll groups ranked the need fo r  a s e lf-s tu d y  as o f greatest 
importance, but ranked as le a s t im portant th a t th is  study be done by 
an outside consu ltan t.
Concerns Listed in  General Comments
1. The pres iden t must be a s p ir i tu a l leader and have a con­
s is te n t C hris tian  experience.
2. Academic freedom must be allowed on ly  w ith in  the frame­
work o f  the u n iv e rs ity 's  philosophy and o b je c tive s .
3. The board is  comprised o f too many ex o f f ic io  members who 
represent various aspects o f  the church and have l i t t l e  rea l lo y a lty  
or in te re s t in  the  u n iv e rs ity .
4. There is  need to  receive agenda o f  tru s te e  meetings in  
advance o f  the meeting.
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5. More sub committees o r task forces need to be established 
to  deal w ith  special problems o r s p e c if ic  assignments.
6. Trustees need to  become more acquainted w ith the campus 
and fa c u lty  and students.
7. There needs to  be more involvement o f  laymen.
Findings* o f S ign ificance  from the 
General In form ation o f  the 
Questionnaire
1. There is  a much higher leve l o f  education among the la y  
trustees than among the church adm in is tra to rs .
2. There are a large  number o f  professional businessmen (37 
percent) and educators (39 percent) who are trustees and are not being 
used to  serve on sub committees o r special -s tudy groups.
3. A s ig n if ic a n t number (59 percent church adm in istra tors 
and 24 percent laymen) serve as trustees o f  o ther colleges and un ive r­
s i t ie s  a t the same time they serve on Andrews' board. T h ir ty -th re e  
percent serve as chairmen o f th a t board. While they do not th in k  th is  
creates a c o n f l ic t  in te re s t (on ly 2 percent o f  the trustees and 3 per­
cent o f  the laymen answered yes there was a c o n f l ic t  o f in te re s t ) ,
19 percent o f  the church adm in istra to rs and 33 percent o f the laymen 
who do not serve on o ther boards do th in k  there  is  a c o n f l ic t  o f  
in te re s t.
4. A s ig n if ic a n t percentage (90 percent church adm in istra­
to rs  and 89 percent laymen) never received an o rie n ta tio n  to trus tee  
re s p o n s ib il i t ie s . At the same time 77 percent o f  the church adminis­
tra to rs  and 78 percent laymen thought an o r ie n ta tio n  to trus tee  res ­
p o n s ib il i t ie s  would be h e lp fu l.
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5. A s ig n if ic a n t percentage o f  laymen (70 percent) never 
served on a special tru s te e  conmittee o r in  a special adv iso ry capa­
c i t y .  At the same tim e 65 percent o f the laymen ind icated a w i l l in g ­
ness to  serve on a small group w ith  s p e c if ic  re s p o n s ib il it ie s .
6. A s ig n if ic a n t percentage o f  church adm in is tra to rs  (60 
percent) and laymen (57 percent) d id  not/do not make annual f in a n c ia l 
co n trib u tio n s  to  the u n iv e rs ity .
Conclusions
Upon the basis o f  the review o f  the l ite ra tu re  and the data 
gathered, and acknowledging the l im ita t io n s  o f  the study, the  fo llo w ­
ing conclusions can be made:
1. Trustees have a lim ite d  knowledge o f trustee  responsi­
b i l i t y .
2. There is  a need fo r  an o r ie n ta tio n  o f a ll  new tru s te e s .
3. There is  a need fo r  a continu ing educational and develop­
ment program fo r  trus tees .
4. Andrews U n iv e rs ity , being a church owned and operated 
in s t i t u t io n ,  has ce rta in  b u i l t - in  fa c to rs  th a t enable the church to  
con tro l the board o f trus tees  thus the u n iv e rs ity .
5. Trustees be lieve  there should be c le a r ly  estab lished and
pub lic ized  codes governing fa c u lty  sta tus and student behavior and 
th a t fa c u lty  and students have r ig h ts  on ly as they are w ith in  these 
co n tro ls .
6. The mission o f  the in s t i tu t io n  is  estab lished, constan t, 
and is  non-negotiable.
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7. Trustees be lieve the president is  the leader o f  the u n i­
v e rs ity  and th a t trus tees , except fo r  the eva lua tion  o f  the president 
in  th a t ro le , should not in  any way be concerned w ith  the ongoing 
management o f  the in s t i tu t io n .
8. There should be more ac tive  p a r t ic ip a tio n  and involvement 
o f  trustees in  board meetings and board planning and study groups.
9. There is  a g rea t lack o f sub-coimiittees o r special study 
groups on the board and a t the same time trustees have a desire to  
become more involved and a c tive  in  th is  type o f  a c t iv i t y .
10. Trustees are not concerned w ith  what is  taught in s p e c if ic  
classrooms except as i t  concerns a basic, ge ne ra lly  accepted b e lie f  
o f  the church. There is  a strong resistance to  any classroom teaching 
th a t may question a basic church doctrine  o r a tra d it io n a l church
b e li e f .
11. Trustees have not given nor do they be lieve  i t  is  neces­
sary th a t they give f in a n c ia lly  to  the u n iv e rs ity  o r should be 
involved in  id e n tify in g , c u lt iv a t in g ,  or s o l ic i t in g  funds and support 
from o thers.
12. A tru s te e 's  se lf-e va lu a tio n  should take place every th ree 
years and should not be conducted by an outside consu ltan t.
13. There should be a g rea ter representa tion  o f  laymen on the 
board o f  trus te e s .
14. A problem o f c o n f l ic t  o f in te re s t does e x is t because so 
many o f the trustees serve on o r cha ir other boards o f trus tees.
15. Trustees need to  spend more time on the u n ive rs ity  campus 
becoming b e tte r acquainted w ith  the campus, the u n iv e rs ity  programs, 
fu tu re  plans, the fa c u lty , and students.
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16. Since there is  a large  percentage (76 percent) o f laymen 
who are professional businessmen o r educators there needs to  be more 
use made o f th e ir  expertise .
Recommendations
One o f the major values o f th is  in ve s tig a tio n  is  to  make 
recoomendations th a t can be he lp fu l to  the p a rtic ip a n ts  o f the study 
as w ell as other in s t itu t io n s  o f higher education. Based upon the 
review o f  the l i te ra tu re  and the fin d in g s  o f  th is  study, the fo llo w ­
ing recommendations are made:
1. That a committee be set up fo r  a continua l id e n t if ic a t io n ,  
a p p ra isa l, and recommendation o f the best possib le  trustees fo r  
Andrews U n ive rs ity , ir re s p e c tiv e  o f  p o s it io n , occupation, o r geo­
graphica l lo ca tio n . (Support fo r  th is  recommendation comes from 
Table 19, p. 76, Table 15, p. 73, Table 16, p. 74, Table 4, p. 65, 
Table 5, p. 66, and general comments, pp. 77, 78, 84-86.)
2. That a handbook fo r  trustees be developed, c le a r ly  
d e fin in g  th e ir  re s p o n s ib il i t ie s ,  involvement, and expectation.
(Support fo r  th is  recommendation comes from background in fo rm ation , 
pp. 1-5 and the review o f the l i te ra tu re ,  pp. 12-17.)
3. That programs be developed fo r  (1) new trustee  o rie n ta ­
t io n  and (2) continuing tru s te e  education and board development.
(See Appendix F) (Support fo r  th is  recommendation comes from Table 
12, p. 71, Table 13, p. 72, Table 14, p. 72.)
4. That trustees be encouraged to  a ttend  conferences and 
workshops sponsored by the Association o f Governing Boards. (Support
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fo r  th is  recommendation comes from interview s w ith  selected number o f 
Andrews U n ive rs ity  tru s te e s .)
5. That in  order to  provide fo r  an e f f ic ie n t  operation and 
adm in is tra tion  o f  the Board o f Trustees, the chairman and secretary 
attend a workshop o r conference designed espec ia lly  fo r  trustee  
leadership.
6. That a re g u la r, continu ing trus tee  eva lua tion  process be 
developed to  evaluate tru s te e  performance, and th a t the  A6B S e lf- 
Study Guidelines fo r  Governing Boards fo r  P rivate  Colleges and Univer­
s it ie s  be used as a b*s is  fo r  th is  eva luation, (see Appendix H) 
(Support fo r  th is  recommendation comes from E xh ib it 13, p. 113,
E xh ib it 14, p. 115, E xh ib it 15, p. 116, and the review  o f the l i t e r a ­
tu re , pp. 52-56.)
7. That the Board o f  Trustees organize various sub-committees 
fo r  more e ffe c t iv e  use o f tru s te e  expertise . Most fre q u en tly  organized 
trus tee  committees are (a) Membership Committee, (b) Academic A ffa irs  
Committee, (c) Finance Conmittee, (d) Development Committee, ( f )  Stu­
dent A ffa irs  Committee, (g) In s t itu t io n a l and P lant Planning Committee, 
(h) Alumni Committee, and ( i )  Research Conmittee. (Support fo r  th is  
recommendation comes from Table 21, p. 81, Table 15, p. 73, Table 16, 
p. 74 and general conments, pp. 77, 78, 84-86.)
8. That a p re lim ina ry  agenda o f board meetings be prepared 
and sent to  trustees a t le a s t f i f te e n  days in  advance o f  the meeting 
thus pe rm itting  trustees to  be more prepared fo r  p a r t ic ip a t io n . (Sup­
p o rt fo r  th is  recommendation comes from general comments pp. 84-86.)
9. That trustees must recognize th a t a u n iv e rs ity  is  a 
place o f scho la rsh ip , research, and in-depth th in k in g  and th a t sound
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scholarship need not threaten or undermine church doc trine  or the 
u n iv e rs ity  m ission. (Support fo r  th is  recommendation comes from 
E xh ib it 7 , p. 102, general comments, p. 101 and the review o f the 
l i t e r a tu r e ,  pp. 45-48.)
10. That trustees be challenged to  persona lly  support the 
u n iv e rs ity  f in a n c ia lly .  (Support fo r  th is  reconmendation comes from 
E xh ib it 8 , p. 104, E xh ib it 15, p. 116, Table 22, p. 81 and review o f 
the l i t e r a tu r e ,  pp. 38-43.)
11. That trustees become personally  invo lved in  id e n t ify in g , 
c u lt iv a t in g ,  and s o l ic i t in g  co n tribu tio n s  and support from others. 
(Support fo r  th is  recommendation comes from the review o f  the l i t e r ­
a tu re , pp. 38-43.)
12. That trustees be appointed because o f  th e ir  in te re s t in ,  
support o f ,  and w illin gness  to  work fo r  the advancement o f the u n ive r­
s i ty  ra th e r than on the basis o f the p o s itio n  they ho ld . (Support fo r  
th is  recommendation comes from general conments, pp. 77 , 78 , 84-86, 
Table 19, p. 76).
13. That those church o f f ic ia ls  who serve as trustees only 
because o f  the p o s itio n  they ho ld , be appointed as advisory trustees 
ra the r than as regu la r trustees thus enabling the appointment o f more 
laynen to  tru s te e  po s ition s . (Support fo r  th is  recommendation comes 
from general comments, pp. 77, 78, 84-86.)
14. That trustees spend time on the u n iv e rs ity  campus becoming 
acquainted w ith  the campus f a c i l i t i e s ,  fa c u lty ,  s tudent, adm inistra­
t io n , and the o ve ra ll u n iv e rs ity  program. (Support fo r  th is  recommend­
a tion  comes from general comments, pp. 84-86.)
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15. That fo r  p ro te c tion  o f both the u n iv e rs ity  and trustees 
a document regarding non-engagement in  c o n f l ic t  o f in te re s t be pre­
pared fo r  and signed by a l l  tru s te e s . (Support fo r  th is  recommenda­
tio n  comes from Table 6, p. 67, Table 7, p. 67, Table 8 , p. 68,
Table 9 , p. 68, and Table 10, p. 69.)
Recownendations fo r  Future Studies
As an outgrowth o f  th is  study, there are several recommenda­
tions th a t can be made fo r  fu r th e r  research in to  trus teesh ip  o f 
Seventh-day Adventist in s t itu t io n s  o f  higher education.
1. That a study o f trus tees o f Andrews U n ive rs ity  be done to  
s o l ic i t  a tt itu d e s  and perceptions o f  trustees serving since 1980 and 
i f  an o r ie n ta tio n  o r educational program has been in s t itu te d ,  to  see 
i f  there is  any change in  the way trustees perceive th e ir  ro le  and 
respons i  b i l i t i e s .
2. That a s im ila r  study o f  ro le  and re s p o n s ib il it ie s  o f 
trustees be done a t a l l  Seventh-day Adventist co lleges and un iver­
s it ie s  to  determine whether there  is  a p a ra lle l o f th e ir  perceptions 
o f  tru s te e  re s p o n s ib il it ie s .
3. That a group be commissioned to study and determine the 
best composition o f  Seventh-day Adventist boards o f trustees w ith  
respect to  the percentage o f church adm inistrators and laymen. The 
re s u lt in g  study could prevent the same church adm in is tra to rs  from 
serving on numerous boards, thus increasing th e ir  e ffectiveness and 
a t the same time opening more tru s te e  positions fo r  laymen.
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THE INSTRUMENT




SURVEY ON TRUSTEE RESPONSIBIUTY
Introdoction
This questionnaire is comprised of two parts. The first part deals w ith general information, the second deals with 
trustee responsibility. Please complete both sections. Specific instructions are at the beginning of each section.
PARTI
General Information
Imtruetion: Please check the most appropriate response.
1. Trustee Status
 Currently serving as trustee ____Former trustee
2. Age when you began serving as trustee
 Under 39   40-49 ____ 50-59   60-69  70-over
3. Highest level of education completed
 1. Less than college
 2. Bachelor's degree (college)
 3. Some graduate education, but no degree
 4. Master’s degree
 5. Doctoral or professional degree (P hJ)., Ed.D ., M .D ., J .D ., etc.)
 6. Honorary doctorate
4. What was your profession or occupation while serving as a trustee of Andrews University?
 I .  Clergy or church administrator
 2. Physician
 3. Educator
 4. Business man (Type of business______________________________________________________________ )
 5. Other________________________________________________________________________________——
5. W hile a trustee of Andrews University, did you also serve as a trustee of any other college or university at the same 
time?
 Yes ------ No
6. I f  yes, name institution_______________________!______________________________________________________
7. I f  >'es, were you chairperson of that board?
 Yes---------------------------------------------------------------------- -------No
8. I f  you served as a trustee on another board, do you think this created a conflict of interest?
 Yes_________________________________________ ____No
9. I f  you served as chairperson of the board of another college or university, do you think this was a conflict of interest? 
 Yes ------ No
10. I f  you did not scr\*e on another board, do you think those trustees who do have a conflict of interest?
 Yes ____No
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11. When >’ou first became a trustee of Andrews University were you given an orientation regarding the responsibilities 
of a trustee?
 Yes  No (if no, go to question 13)
12. I f  answer to 11 i» yes, do you think the orientation was:
 1. H i^ y  important
 2. Moderately important
 3. O f little importance
 4. O f no importance
13. I f  the answer to 11 is no, do you think an orientation regarding trustee responsibilities would have been:
 1. Very helpful (beneficial)
 2. Moderately helpful
 3 . O f litde benefit
 4. Not bcrmRcial
14. W ere you acti\"e as a trustee at a time other than when you met for the regular trustee meetings, e.g., did you serve 
on a special trustee committee or in a special advisory capacity?
 Yes  No
15. I f  answer to 14 is no, would }ou have been willing to serve on a small trustee group with specific responsibility? 
 Yes  No
16. How do you perceive your basic political views?
 1. Liberal
 2 . Moderate to liberal
 3 . Moderate
 4 . Moderate to conservative
 5. Conservative
17. How do you perceive your basic religious \iews in relationship to the doctrine of the Seventh-day Adventist Church?
 1. Liberal
 2. Moderate to liberal
 3 . Moderate
 4. Moderate to conservative
 5. Conservative
18. Do you think the composition or mix of the trustees of Andrews University is the best? (Church officials, laymen, 
male, female, ethnic groups, etc.)
 Yes  No
19. I f  not, how do you think it could be improved? (Please list below)
20. How often did you attend trustee meetings?
 1. Every meeting
 2. Almost e\xr>* meeting
 3 . Occasionally
 4. Seldom (less than once a year)
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21. Did you attend
 1. A ll or most trustee meetings
 2. Few trustee meetings
22. Did you serve on a trustee sub committee?
 Yes ____No
23. D id vtMi make a personal annual financial contribution to Andrews University?
 Yes ____No
24. Amount of annual contribution
 1. $0 - 299
 2. $100 - $499
 3. $500 .  $999
 4 . $1,000 - $9,999
 5. $10,000 or more
25. D id you understand the responsibilities of a trustee before you agreed to become one?
 Yes ____No
26. Were you acquainted with Andrews University’s stated mission, institutional plan and policies when you served as a 
trustee?
 Yes ____No
27. W hile a trustee, did >'ou stay abreast of h i^ e r education trends, legislation, and other public policy by reading any 
of the following: Association of Gooerning Board (ACS) l^ exos tVotes, The Chronicle of Higher Education, AQB 
Reports, or other material?
 Yes ____No
28. In  what ways could an Andrews University trustee be more effective?
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PART II
Survey of Trustee Responsibilities
Instruction: Each item below will require a response. To the r i^ t  of each item there are four responses: (1) Highly im> 
portant. (2) Moderately important. (3) Little importance, and (4) Not a trustee responsibility. In  your response please 
circle the appropriate number. Respond to each item including the main headings. Please do not om it any item. IN  
EACH RESPONSE PLEASE CONSIDER TH E  FO LLOW ING: HO W  IM PORTANT DO I  REGARD T H IS  IT E M  AS A 
RESPONSIBILITY O F A TRUSTEE OF ANDREWS UNIVERSITY?
3. L ittle importance




I.  To Appoint the President...................................................................................
1. Organize search comnuttee.....................................................................
Counsel with faculty and administration on appointment of president
Counsel with alumni on appointment of president...............................
Counsel with students on appointment of president.............................
Consider the particular needs of the university or college
at the time of the appointment............................................   1
Require that the president should have the Jollowing:
Earned doctorate degree................................................................................................................  1
Teaching experience........................................................................................................................  1
Presious administrative experience................................................................................................  1





































n . To Support the President...................................................................................................
10. Encourage the president...........................................................................................
11. Counsel president against potential serious mistakes.............................................
12. Support president in time of conflict.......................................................................
13. Be concerned with health of president...................................................................
14. Be concerned with effectiveness of president.........................................................
15. Provide adequate administrative staff to assist president.....................................
16. Understand the built-in conflicts and demands placed upon the president........
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Responsibility Scale
1. Highly important 3. Little importance
2. Moderately important 4. Not trustee responsibility
I I I .  To Assess the President’s Performance.................................................................................................  I  2 3 4
18. Understand the responsibilities of the president  1 2  3 4
19. Inform the president of the criteria of evaluation before or at the time
of appointment................................................................................................................................  I  2 3 4
20. Be certain institutional policies are being carried out.................................................................  1 2 3 4
21. Make formal periodic assessment of the president and his performance  1 2  3 4
22. Emphasize ways of improving his performance  1 2  3 4
23. Consider the personality and personal characteristics of the president  1 2  3 4
24. Understand that perfection can not be expected  1 2  3 4
Comments:
IV . To Clarify the Mission.................................. ........................................................................................  1 2 3 4
25. Justify the existence of the institution in terms of its contributions to
society and fulfillm ent of its mission  1 2  3 4
26. Understand that clarifying the mission of the institution is a joint
enterprise of trustees, administration and faculty  1 2  3 4
27. Realize that over the years circumstances change and the original
purposes or mission may be modified............................................................................................  1 2 3 4
28. Be willing to accept responsibility for all institutional policies  1 2  3 4
Comments:
V . To Approve Long Range Plans  1 2  3 4
29. Understand that long range plans are the strategies for achieving
the institution’s mission..................................................................................................................  1 2 3 4
30. Realize that long range plans are especially needed in a period of
declining resources..........................................................................................................................  1 2 3 4
Long range planning thould include:
31. Finances  1 2  3 4
32. Curriculum....................................................................................................................................... 1 2 3 4
33. Facilities...........................................................................................................................................  1 2 3 4
34. Student needs  1 2  3 4
Responsibilities of the trustee are to:
35. Draw up long range plans..............................................................................................................  1 2 3 4
36. Approve adequate long range plans drawn up by administration
and faculty  1 2  3 4
37. Understand that long range planning must be flexible and have altematisos...........................  1 2 3 4
38. Realize that long range planning must also include a realistic way
to accomplish the plans  1 2  3 4
Comments:





3. L ittle  importance
4. Not trustee responsibility.
V I. To Approve the Educational Program...................................................................................................  1
39. Decide to add or delete schools, departments or programs......................................................... 1
40. Approve the curriculum.................................................................................................................  1
41. Approve what is taught in specific classrooms.............................................................................  1
42. Keep abreast of changing times and educational needs...............................................................  1
43. Formulate educational policies.....................................................................................................  1
44. Understand that faculty should havo academic freedom.............................................................  1
45. Approve tenure................................................................................................................................ 1





























Vn. To Insure Finanmal Solvency...........................................................
49. Accept responsibility for financial health of the institution..
50. See that institution is managed well.......................................
51. Invest endowments with prudence.........................................
52. Be certain that income equals expenses...................................
53. Accept the responsibility for seeking new sources of income.
54. Contribute personally to the support of the institution........
55. Help to identify and cultivate potential donors.....................
56. Solicit contributions from others.............................................
57. Enlist other volunteers.............................................................
58. Provide for fund raising that is continuous.............................
59. Determine the size and adequacy of operating budget.........
60. Determine tuition and fees.......................................................
















Vlir. To Maintain »he Physic
62. Provide necessary physical facilities to meet institutional goals and
educational n ce6............................................................................................................................  I
63. Authorize the construction of buildings......................................................................................... 1
64. Sdect the architect and approve architectural design..................................................................  1
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Responsüjüily Scale
1. Highly important 3. Little importance
2. Moderately important 4. Not trustee responsibility
DC. To Preserve Institutional Autonomy........................................................................................................  1 2 3 4
66. See that the university must maintain a high degree of independence
from non-sponsored control............................................................................................................ 1 2  3 4
67. Insist that donors not be allowed to dictate unacceptable conditions......................................... 1 2  3 4
68. Realôe that trustees are responsible for defending the institution.............................................  1 2 3 4
Insure that the university maintains its role as critic of society...................................................  1 2  3 4
Comments:
To Enhance the Public Image..................................................................................................................  1 2  3 4
70. The responsibility of trustees goes beyond lending their names and
prestige to an institution..................................................................................................................  1 2  3 4
71. Trustees should give public support to all board action despite
individual and/or personal opinions..............................................................................................  1 2 3 4
72. A  trustee should actively promote the institution  1 2  3 4
73. A trustee should interpret the community to the university....................................................... 1 2 3 4
74. A  trustee should interpret the university to the community  1 2  3 4
Comments:
X I. To Serve as a Court of Appeal...............................................................................................................  1 2
75. There should be clearly established and publicized codes governing
faculty status and student behaWor  1 2
76. Both faculty and students have rights and should have due processes
by which those rights are protected................................................................................................  1 2
Comments:





3. L ittle importance
4. Not trustee responsibility
X II. To Assess Their Own Performance....................................................................................................... 1
Trustee evaluation should be:
77. Formal.............................................................................................................................................
78. Inform al......................................................................................................................................... .
79. Systematic.......................................................................................................................................
80. By self study................................................................................................................................... .
81. By an outside consultant............................................................................................................... .
Frequency of évaluation:
82. Every year..................................................................................................................................... .
83. Every three years.............................................................................................................................
84. Every fis'e years...............................................................................................................................
Self study should include the following items:
83. Understanding trustee responsibility............................................................................................
86. Fulfillment of role as trustee....................................................................................................... .
87. Knowledge of institution...............................................................................................................
88. Self improvement of trustee (attending seminars, reading books, etc.)....................................
89. Active participation in board meeting:........................................................................................
90. Support of the majority of decisions made..................................................................................
91. Participation in fund raising..............................  .......................................................................
92. Adequate preparation for board m eeting..................................................................................
93. Attendance at board m eeting.......................................................................................................
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Please number in order the five points you perceive to be the most important responsibilities of trustees (1 being the most 
important).
I . To











Please list any trustee responsibility you think to be more important than any of those listed above.
Comments: (Your comments on any question w ill be appreciated. Be sure to give the number of the question involved. 
Should you require more space, please feel free to write on the enclosed blank page.)
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Andrews University Bemen Springs, Michigan 49104 (616) 471-7771
D&/dopmert and Pùbtc Rdetans
As a former trustee of Andrews University you served with distinction to 
make this institution a strong educational force in the Seventh-day 
Adventist Church.
In order to complete my doctoral dissertation at Andrews University I am 
studying the work and responsibilities of the trustees. My dissertation 
is entitled, "The Role and Responsibilities of Andrews University Trustees 
as Perceived by Themselves."
The purpose of this study is to survey all who have ever served as trus­
tees of Andrews University. The study will (1) determine their perception 
of their role and responsibilities as trustees, (2) assess their experi­
ence while serving as trustee, and (3) provide recommendations for more 
effective function of trustees on behalf of Andrews University thus making 
their service of greater significance to the University and the Seventh- 
day Adventist Church. I believe this study is significant and its effects 
can be far-reaching.
In order to secure the necessary information I have developed the enclosed 
questionnaire. I am asking all 152 who have ever served as trustees of 
Andrews University to complete the questionnaire. Because of the limited 
number of trustees I need one hundred percent participation. May I there­
fore request that you complete the questionnaire at your earliest conveni­
ence and return it to me.
The questionnaire is streamlined to meet the demands of busy people. Only 
a very few questions require more than just a check or a circle. It will 
be of tremendous help to me if the questionnaire can be returned before 
July 20, 1981.
Please note that there is no place for your name. The information will be 
held in strictest confidence and will be used for statistical purposes only. 
You will not be identified personally.
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I am enclosing a self addressed stamped envelope for your convenience to 
return the questionnaire to me.
Thank you so much for your help.
Sincerely yours,
David H. Bauer
Doctoral student, .Andress University
Supported by:
Dr. Bernard M. Lall
Professor of Educational Administration 
and my advisor
PS. Please note the endorsement of this project by Dr. Joseph G. Smoot, 
president of Andrews University which is enclosed.
Enc.: One set of questionnaire
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Andrews University Berrien Spnngs, Michigan 49104 (616) 471-7771
President
As president of Andrews University I want to express my personal 
appreciation for the years of service you have given as trustee 
of this institution. It has grown and developed into an outstand­
ing educational center and provides far reaching services for the 
Seventh-day Adventist church.
David Bauer is presently serving as vice president for development 
and public relations at Andrews University. He has been on the 
staff of the University for 13 years and is presently completing 
his doctoral studies along with his responsibilities as the vice 
president for development and public relations.
I am pleased to fully endorse his studies of trustees. The contri­
bution of Andrews University trustees has been a tremendous force 
in the development of this institution. It is my hope that you will 




ph G. Smoot 
President
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Andrews University Bemen Springs, Michigan 49104 (616) 471-7771
Oevetopment and Rjbtc Refedons
Several weeks ago I sent a questionnaire to all present and former trustees 
of Andrews University requesting help in a study I am doing for my doctoral 
dissertation, "The Role and Responsibilities of Andrews University Trustees 
as Perceived by Themselves." Most of the questionnaires have been returned, 
but a few have not yet been completed and returned to me.
In order to insure complete confidentiality I do not know whether or not 
you returned your questionnaire. If you have not had the time to complete 
it or if you have misplaced the one I sent to you, I have enclosed another 
for your convenience. If you will take a few minutes and complete the 
questionnaire it will be of tremendous help, not only to my dissertation, 
but also in evaluating the responsibilities of trustees who serve Andrews 
University for more effective trustee leadership in the future.
I would appreciate it very much if you will return the questionnaire by 
September IS. If you have already completed the questionnaire and returned 
it to me, please disregard this material.
Sincerely yours,
David H. Bauer 
Vice President
Enclosures
P.S. As you may recall from the information sent to you earlier, a letter 
from Dr. Joseph G. Smoot, president of Andrews University, was enclosed 
giving full support of this project.
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Andrews University Berrien Springs, Michigan 49104 (616) 471-7771
D&/ebf3ment and F\jbic Rektions
I want to express my personal thanks to the many trustees who res­
ponded to a questionnaire I sent to them several weeks ago. So far 
I have received over 88 percent return.
If you were one of the 88 percent who returned the questionnaire I 
thank you very much for assisting me in this project. It has been 
of great help to me and I am certain the information I have received 
will be far reaching in helping to develop a more effective univer­
sity board of trustees.
If you have not completed the questionnaire, I am enclosing one more 
copy. I will be making my final tabulation on October 13. If it is 
returned to me by that date you can still be part of this very impor­
tant study.
Sincerely yours.
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TRUSTEE ORIENTATION, EDUCATION, AND 
BOARD DEVELOPMENT
People who serve as trus tees  are genera lly  viewed as community 
leaders, successful businessmen, p h ila th ro p ic  persons who are g e ne ra lly  
above the average in  in te llig e n c e , wisdom and experience. Even so 
they are in  need o f tra in in g  to  execute th e ir  re s p o n s ib ilit ie s  as 
trustees in  the most e ffe c tiv e  way (W itt, 1977, p. 63).
According to  W itt (1977, p. 64) there are th ree  leve ls  o f 
trustee tra in in g  and education: (1) in form ation g iven , (2) s k i l ls
developed and (3) the changing o f  philosophy and a tt itu d e . Much o f  
what a trus tee  receives is  in fo rm ation  given— "minutes o f meetings, 
budgets, f in a n c ia l statements, a u d its , re p rin ts  o f a r t ic le s  . . . "
An untapped area o f trus tee  education involves s k i l l  development, 
most trus tees , even chairmen, have not been tra ined  in  committee 
chairmanship, d iscussion, de legation and committee membership. The 
th ird  area o f  tra in in g  and education involves changing a ttitu d e s  and 
behavior. I f  an ind iv idu a l a f te r  f iv e  years on a board maintains 
preconceived, illa d v is e d  a ttitu d e s  toward h is  in s t i tu t io n  he has in  
fa c t "not had the opportun ity  to  study h is own in s t i t u t io n ,  competing 
in s t itu t io n s ,  and the be tte r in s t itu t io n s  w ith in  the e n tire  f i e ld . "
The rea l p o in t is  th a t we can no longer close 
the box and hide the need fo r  board tra in in g . I t  now 
w il l  become necessary fo r  in d iv id u a l in s t itu t io n s  to 
have th e ir  boards address th is  sub ject. . . .  I t  w i l l  
become im perative . . .  to  develop a philosophy on 
board development, in d ica tin g  th a t they are committing 
a given amount o f time and money to  the continual 
development o f  the board. . . .  We hear over and over
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again o f the executives who agree th a t th e ir  board is  weak, 
th a t they need tra in in g , but th a t the trustees lack the 
time and the commitment to  pursue th is .  (W itt,  1977, p. 66)
Before any educational tra in in g  program can begin i t  must f i r s t  
be decided what the planners wish to  accomplish. I t  is  fa r  s e tte r to  
th in k  long-term  and avoid the temptation to  deal w ith  symptoms and 
what may seem on the surface to  be an issue o f immediate concern but 
could be p a rt o f a la rg e r and deeper problem. I t  is  im portant th a t 
trustees understand the f u l l  scope o f th e ir  ro le  and re s p o n s ib il it ie s . 
The most successful workshops o r tra in in g  programs are those which 
f i t  in to  a comprehensive s tra tegy  o f board development. I t  is  a lso 
des irab le  fo r  an educational program to extend over a two or three 
year period o f time o r be continual ra the r than ju s t  be a one shot 
attempt to co rre c t an immediate problem or concern (Ingram, 1977, pp.
1, 2).
I t  is  essentia l fo r  trustees to recognize a need e x is ts . In 
planning an educational program i t  is  im portant fo r  the chairman o f 
the board, c h ie f executive, trustees and s ta f f  be involved in  planning. 
Ingram (1977, pp. 3-5) l i s t s  th ir te e n  po in ts  th a t should be considered:
1. Look around fo r  help. Take advantage o f professional 
sources experienced in  trus tee  tra in in g . A.R.B. (Association o f 
Governing Boards) is  an e xce lle n t source.
2. Recognize the nature o f  an "ou ts id e ” f a c i l i t a t o r ,  group 
leader, or observer.
3. Consider the services o f  a consu ltan t o r f irm . A consul­
ta n t can help the board assess long-term needs, provide greater ob jec­
t iv e s , and a ss is t in  areas o f  special concern.
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4. Choose a time which avoids preoccupation w ith  rou tine  
board business. A serious workshop deserves i t s  own special tim e.
5. Find a way to  encourage maximum trus tee  attendance.
6. Develop an adequate budget.
7. Insure board members' involvement in  the program i t s e l f .
Small group discussions are e sse n tia l.
8 . Keep the number o f  p a rtic ip a n ts  as small as possib le.
But d o n 't overlook others who may b e n e fit from the meetings and make 
s ig n if ic a n t  con tribu tions  o f  key a d m in is tra tive  o f f ic e rs .
9. Choose a s e ttin g  away from board's usual meeting place.
10. Consider co-chairpersons fo r  leadersh ip.
11. Encourage some advance tru s te e  p a r t ic ip a tio n . These could 
include advanced questions to  be answered, advanced reading assign­
ments and a copy o f the agenda.
12. Provide a sumnary record.
13. Develop a post-workshop é va lu ta tio n .
Special a tte n tio n  should be given to  the education and o rie n ­
ta t io n  o f  new trus tees. Too o ften  a good person w ith  exce llen t tru s ­
tee p o te n tia l spends two o r three years on the board w ithout ever 
coming to  g rips  w ith  what is  going on. "Such a waste o f  time and 
ta le n t cannot be to le ra ted  in  th is  period o f  challenge fo r  postsecon­
dary education" (Gale, 1980, p. 10).
According to  Gale (1980, pp. 10-12) new trustees should 
(1) become fa m ilia r  w ith  the campus as soon as poss ib le , a t the f i r s t  
board session i f  poss ib le , (2) get together w ith  o ther new trustees 
a t an A.G.B. scheduled san inar, (3) be assigned immediately to  an
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a c tive  committee, and (4) should receive personalized a tte n tio n  by 
o ther trustees and adm in is tra to rs .
What should be included in  an o rien ta tion?  A composite l i s t  
has been compiled from many s tud ies . This w i l l  need to  be adjusted 
to  the p a r t ic u la r  in te re s ts  and needs o f an in s t i tu t io n .
1. H is to ry  and tra d it io n s  o f the in s t i tu t io n
2. Philosophy and goals
3. Organization o f  the trustees and the in s t i tu t io n
4. Long-range plans in  f a c i l i t a t in g  academic, enrollm ent and 
fin a n c ia l planning
5. Charter and by-laws
6. Budget and financ ing
7. Composition o f the student body
8. Academic p o lic ie s
Presentations can be made v ia  discussions, speeches, f i lm s tr ip s ,  
f i lm s , multi-media and others as a va ilab le  (Burns, 1966, pp. 70-71; 
Herron, 1969, pp. 111-153; Ingram, 1977, pp. 6-10; Rauh, 1959, pp. 85- 
88).
In service education and trus tee  o r ie n ta tio n  should be geared 
to  equip the trus tee  w ith  the necessary inform ation and knowledge to 
enable him to pursue w ith in  h is  maximum po ten tia l the ob jec tives o f 
the in s t i tu t io n  he serves. An educational program is  on ly a beginning 
o f  the professional development o f  trustees but i t  is  an e xce llen t 
beginning and one which every board should be encouraged to  do i f  i t  
wishes to  excel1 fo r  in  no o ther way can the sights o f  a board be 
ra ised so th a t trustees w ith  enthusiasm support and indeed c a ll fo r  a 
b e tte r way (Herron, 1969, p. 153).
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
APPENDIX G 
PUBLICATIONS BY ASSOCIATION OF GOVERNING BOARDS 
OF UNIVERSITIES AND COLLEGES
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
152
PUBLICATIONS BY ASSOCIATION OF GOVERNING BOARDS 
OF UNIVERSITIES AND COLLEGES
I .  A GUIDE FOR NEW TRUSTEES -  Nancy R. Axelrod
2- ACADEMIC COLLECTIVE BARGAINING -  Kenneth P. Mortimer
3. AFFIRMATIVE ACTION -  B e tty  Newcomb
4. THE BOARD CHAIRPERSON AND THE PRESIDENT -  John W. Pocock
5. BUILDING A MORE EFFECTIVE BOARD -  Robert L. Gale
6. COLLECTIVE BARGAINING: IMPACT ON GOVERNANCE -  E. D. Duryea
7. EFFECTIVE TRUSTEESHIP: GUIDELINES FOR BOARD MEMBERS -  J . L. Zwingle
8. THE EFFECTIVE USE OF RESOURCES: FINANCIAL AND HUMAN -
Howard R. Bowen and Stephen K. Bailey
9. THE FUND-RAISING ROLE -  Michael Radock
10. THE FUTURE OF TRUSTEESHIP: THE ROLE AND RESPONSIBILITIES OF
COLLEGE AND UNIVERSITY BOARDS -  John W. Nason
11. HANDBOOK OF COLLEGE AND UNIVERSITY TRUSTEESHIP -  Edited by 
Richard T. Ingram
12. INSTITUTIONAL PLANNING -  Rhoda M. Dorsey
13. MANAGING YOUR ENDOWMENT -  J . Peter Williamson
14. REC0M4ENDATI0NS FOR IMPROVING TRUSTEE SELECTION
15. RESOURCE MANAGEMENT RESPONSIBILITIES -  Charles A. Nelson
16. THE TENURE ISSUE - Richard P. Chait and Andrew T. Ford
17. TRUSTEE RESPONSIBILITIES -  John W. Nason
IB. TRUSTEE WORKSHOPS AND RETREATS - Richard T. Ingram
19. TRUSTEES AND PREVENTIVE LAW -  Kent Weeks
20. UNIVERSITY GOVERNANCE AND COLLECTIVE BARGAINING - John M. Lavine 
and Wallace L. Lemon
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self-study
for governing boards of 
private colleges and universities
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©  1976, AssocMtîon of Governing Boards 
of Unhrersifics and Colleges
O n e Dupont Circle  
Suite 720
Washington, DC 20036 
202/296-8400
Printed in the United States o f America
This docum ent may be reproduced only 
for the purpose of self-study by post­
secondary education boards. Reproduc­
tion, in w hole or part, for any other pur­
pose shall require written permission of 
the Association of Governing Boards of 
Universities and Colleges.
Self-Study C uidclina and Criteria for Governing Boards o f Private Colleges and Universities 
w ere  developed with the assistance of a grant from The Ford Foundation.
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Preface
These guidelines are ihe  result o f a project spon­
sored by the Association of Governing Boards o f Uni­
versities and Colleges (AGBI and conducted by the 
C enter for Research and Developm ent in Higher Edu­
cation, University of California, Berkeley. It was made 
possible through the interest and support of The Ford 
Foundation.
The materials contained here were developed by 
D r. lames G ilbert Paltrldge, Research Educator, with 
the assistance of Mrs. Frances La Vonne W hite , Re­
search Assistant, C enter for Research and Develop­
ment in H igher Education, and the collaboration of Dr. 
Ricfiard T. Ingram , Vice President of the Association of 
G overning Boards.
A  national Advisory Com m ittee o f ten chief execu­
tives, and ten members of various types of postsecond­
ary education boards, contributed significantly to this 
project. AGB and the authors express their apprecia­
tion to the C om m ittee, as w ell as to the trustees of sev­
eral institutional boards who participated in field-test­
ing of early versions of the criteria.
Any viewpoints implied or expressed about the 
perform ance standards of h igher education boards 
are the sole responsibility o f the  authors, and not 
those of the project's Advisory C om m ittee. The Ford 
Foundation, the Association o f Governing Boards, or 
the Center for Research and D evelopm ent in Higher 
Education, University of California, Berkeley.
The Association will welcom e reports from  institu­
tions using these materials and suggestions for improv­
ing both the criteria and the suggested procedures.
I I
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Suggestions To Users
Toward Belter Performance in the Public Trust
Governing boards o f colleges and universities are 
responsible to many constituencies w hom  they serve 
in a relationship of trust. This trust relationship em ­
braces the public and its representatives, as well as 
many o ther organizations, which benefit materially 
and culturally from an educated citizenry, who in turn 
com m it a share of their financial resources to the gov­
erning boards of educational institutions. The trust 
relationship also embraces those w ith in  the academy 
w ho give of their efforts and substance to learn, to 
teach, and to discover new know ledge.
The obligation to provide an educational institution
Why Self-Study?
Evaluation of governing boards goes on contin­
uously. It can and usually does take many forms. It 
may be an informal, even obscure process, or it may 
be a formal and exhaustive process. It may be respon­
sible and fair; it may also be spurious and unfair. It 
may be voluntary, or it may be compulsory. It may be 
done in calm and quiet deliberation, or it may be 
done in crisis. It may be done to effect necessary
The Proposed Method of Self-Study
The technique proposed here fo r board self-study 
is based upon comprehensive surveys of the board 
m em bers' individual and com bined perceptions of the 
board's effectiveness as a unit —as a w orking organiza­
tion . The inquiry has been organized around a set of 
criteria or objectives drawn from  ihe  contemporary  
literature on trusteeship and which relate to a board's 
various obligations and functions. The perceived rel­
evance and importance of each criterion , however, 
may vary from board to board. The conclusions to be 
drawn from  this evaluation are based upon the m em ­
bers' consensus of the effectiveness of the entire  
board's performance in relation to each of the criteria.
The proposed procedure makes the assumption 
that there is no generally accepted "standard" or
of highest quality and to assure each of these con­
stituencies that its resources are spent wisely is a re­
sponsibility the board must assume if it is to fulfill its 
trust. Since educational institutions, private as well as 
public, are increasingly being held accountable for 
this perform ance, a board is wise periodically to eval­
uate the execution of its trusteeship.
The materials provided here reflect the interest of 
the Association o f Governing Boards in meeting the  
expressed needs of its m em ber boards which have 
asked for help in improving their performances.
changes to strengthen board policies and practices, 
or it may be done to support the status quo.
Wisdom w ould indicate that a board should sys­
tematically evaluate its own perform ance at regular 
intervals. The advantage of such a procedure is that it 
forces critical introspection. By forthrightly asking and 
honestly answering questions of itself, the board can 
assess its effectiveness.
"ideal m odel" by which the perform ance of every 
board may be judged. There is really no "average" or 
"typical" board with which your board should be 
compared. The procedure relies upon posing key 
questions about each of a num ber of suggested cri­
teria (each related to a different function or organiza­
tional com ponent) so that the m ultiple responses of all 
members should produce a composite description of 
the quality and the nature of the board's performance. 
M any of the questions have been purposely designed 
to evoke thought and com m ent. The lack of unanim ­
ity of responses on particular questions may illuminate  
problem areas heretofore unnoticed. In a post-evalua­
tion conference the board should be able to 
strengths or weaknesses in its policies and practices.
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Planning a Self-Sludy Project
The following suggestions are offered as a means 
of conducting a self-study:
1. The board should appoint a special com m ittee, 
or designate an appropriate standing com m ittee, to  
supervise the project and to see that its results are 
properly summarized and presented to the full board.
2. The criteria and questions here proposed are 
the end product o f much thought and discussion. 
They are presented in the hope that they will be use­
ful, in w ho le  or in part. They are not sacrosanct, how ­
ever, and any institution wishing to add to or delete  
from  them  or to institute its own questionnaire should  
feel free to do so.
3. The com m ittee should be given staff assistance 
necessary to prepare and distribute the materials, 
com pile responses, and administer other details under 
the com m ittee's supervision.
4. M em bers should be urged to amplify or clarify
Planning the Board's Post-Study Conference
The suggestions which follow may be of value in 
planning the most im portant phase of the project, the  
post-study conference.
1. A fte r all the responses have been collated, the  
com m ittee should prepare a com plete summary and 
make it available to all members.
2. The com m ittee might then prepare a report to  
the board in which general results are outlined and 
the most significant returns singled out for special 
com m ent.
3. Particular attention should be given to subject
Concluding Word
This activity should be viewed as an im portant but 
first step in any serious attem pt to look constructively 
at board behavior. This material is offered neither as a 
panacea nor as something which can stand by itself. 
H opefu lly , the procas  suggested by its use w ill ac-
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their responses with supplem entary comments that 
may draw forth suggestions for changes or im prove­
ments that may not otherwise com e forw ard.
5. Anonym ity o f the individual responses should 
be protected. Supply a self-addressed, stamped en­
velope with each questionnaire.
6. G ive each member sufficient tim e to prepare 
thoughtful responses — perhaps tw o or three weeks. A 
deadline date for return should be specified.
7. Returned questionnaires should be entrusted  
to someone who is capable o f tabulating the inform a­
tion and accurately synthesizing the discursive respon­
ses so that all viewpoints are presented fairly. The al­
ternative to preparing a synthesis, o f course, is to sim­
ply quote all discursive responses in full. This may 
even be preferable, depending upon their num ber 
and length.
areas in which there may be a m arked divergence of 
opinion among board m em bers, as well as areas in 
which there appears to be confusion am ong members 
as to actual practices, existing policies, or existing doc­
uments with which some m em bers may not be fam il­
iar.
4. The com m ittee may also be asked to draw up 
some tentative recomm endations on how  the board 
might consider changing some of its ways of doing  
things as well as subject areas that should be studied in 
m ore depth.
complish longer-term  ends by encouraging m ore fre­
quent and comprehensive self-assessments, perhaps 
annually or every two or th ree years. In  any event, 
what is done by a board follow ing the use of these 
materials will determ ine their real usefulness.
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Sample instructions
These instructions might be incorporated in a personalized letter to each board mem­
ber from the board chairperson.
At the Board's Idatel m eeting, we com m itted ourselves to conduct a serious study of 
the Board's current perform ance. Materials for this effort are enclosed.
The purpose of this material is to solicit your perceptions of how  well the Board meets 
its responsibilities in relation to each of several criteria. These criteria have been develop­
ed as part o f a project sponsored by the Association o f Governing Boards. They relate to 
the principal functions, obligations and organizational characteristics which tend to dis­
tinguish an effective governing board.
As an exercise in self-evaluation the queries which fo llow  should be read as ones you 
might ask of yourself, not as interrogations by a third party.
The assembly o f thoughtful responses from  you and each of your colleagues will pro­
duce a composite picture of how our Board performs. This should provide a basis for sub­
stantive discussion leading to consensus about the Board's strengths and shortcomings.
O pportunity has been provided for further comments on each criterion. You may wish 
to  clarify or amplify certain of your responses. You arc particularly urged to suggest chang­
es or improvements in Board policies or practices which can be discussed later. If you need 
m ore space for your comments, use the reverse side or attach a separate page.
Responses will be anonymous and the summary of responses will be confidential to the 









for governing boards of 
private colleges and universities
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Criterion 1
Institutional Mission and Educational Policy
N o institution can be  all things to all people. Each institution must decide what its particular mission is— its 
real purpose— if it is to  have sound direction. The mission must be clearly defined so students w ill know  the 
institution's purposes and objectives, faculty m em bers w ill know  how to direct their efforts, and the several 
publics on whom  the campus community depends will know  what they are supporting.
An official statem ent setting forth the specific mission of a college or university should be a cooperative  
effort o f the adm inistration, the faculty, and the governing board. Acting alone, the board lacks the profes­
sional experience to  define educational goals in detail. Its role is to insure that the mission is clearly stated: 
and because it stands apart from day-to-day operations, administrative preoccupations, and faculty special 
interests, the board is in a unique position to lead, seek consensus, and stimulate action.
D on't Know  
o r
Yes No Can't Judge
1. Is there a w ritten and officially adopted statement o f the institution's
mission or purpose?------------------------------------------------------------------------------------------------------  ----------  -----------
2. In your opinion is this statement sufficiently clear and useful to serve as
a guide to the board, administration, and faculty?     —
3. Does the board periodically review its statement of purpose and educa­
tional goals, and exam ine the policies which im plem ent them? ----------  ----------  ---
4. Does the board assume a role in helping to  determ ine whether educa­
tional programs are viable and consistent w ith the institution's mission? ---------- -----------------
5. Do you feel that the institution lives up to its stated mission?  ,____ ______  __
Summary: In relation to this criterion I feel that the board's overall perform ance has been:
Very G o o d ________ Good________  Barely Adequate________  Poor_
Don't Know or Cannot Judge-------------
Further comments o r suggestions related to this criterion:




In  the difficult period stretching ahead for higher education, effective planning is increasingly essential. 
The num ber and future sources of students should be anticipated. Projections of expenses and income need 
to  be studied. The character of the educational program and student services must be considered. The size of 
the  faculty and its distribution by rank and tenured status are matters to be carefully p lo tted .
The board should be involved in the planning process, and adopted plans should be used by the board as a 
guide to decision making.
D on't Know 
or
Yes N o  Can't ludge
1. Does the board require, participate in , review, and approve com­
prehensive institutional planning regarding:
a. enrollments? ---------- ---------  ----------
b . staffing? ---------- ----------  ----------
c. physical facilities? ----------  ----------  ----------
d . availability o f resources? ----------  ----------- ----------
e. educational programs?----------------------------------------------------------------------------------------  ----------- ----------
2- Has the board approved a comprehensive institutional plan within the 
past five years?
3. Does the board have a schedule for reviewing and, if desirable, revising 
the plan at regular intervals?
4 . Was the faculty involved in the plan's development?
Sum m ary: In relation to this criterion I feel that the board's overall perform ance has been:
Very G ood________  Good________  Barely Adequate—  Poor.
D on't Know or Cannot fudge________
Further comments or suggestions related to this criterion:




It IS the board's responsibility to create and maintain a physical environm ent that is conducive to  learning 
and consistent w ith  reasonable expectations of future funds and enrollm ent trends. Decisions that involve 
the campus master plan and the capital outlay budget request are the major concerns. Prudence demands that 
maximum use be made of the present physical plant before construction o r rem odeling is considered. And 
maintenance should not be deferred to the possible peril o f the institution's future. Efficient use o f the board's 
time and effort requires that it be concerned only w ith those matters that cannot properly be delegated to the 
staff.
D o n ’t Know  
or
Yes No Can't Judge
1. Has the board approved a master plan for the physical campus which
includes both present and anticipated needs? ----------  ----------  ----------
2. W ithin the past two years, has the board received and reviewed a report 
on physical plant utilization— classroom, laboratory, dormitory, office, and 
other building space?
3. Prior to its consideration of requests for rem odeling or new construc­
tion has the board satisfied itself that present spaces are being used 
effectively and instructional areas are scheduled for optimum utilization?
4. Is the board satisfied that maintenance programs are adequate and that 
they are not being unreasonably deferred?
5. Do you feel that the board makes decisions on details related to  build­
ings and grounds that really should be delegated to the administrative 
staff?
Summary: In relation to this criterion I feel that the board's overall perform ance has been:
Very Good________  Good________  Barely Adequate________  P oor,
Don’t Know or Cannot Judge_______
Further comments or suggestions related to this criterion:
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Criterion 4
Financial Support and Management
in  the financial affairs of the institution the board has a dual responsibility. It must secure the financial 
resources sufficient to m eet operating costs and maintain the institution in a manner consistent w ith  its stated 
mission and goals. It must be sure that the institution has prudent fiscal management. The collective effort of 
all board members is essential to the first responsibility. The second responsibility calls upon the expertise of 
those board members w ho are experienced in devising financial policies, managing investments, or have 
other financial skills. The board must see to it that sound financial policies are fo llow ed, yet refrain from  
personal involvement in execution of policies and administration of financial programs.
Yes N o
1. D o  you feel that the resource development program is w ell organized  
into a continuing and coordinated effort of the board and the president?
2. Do you feel there is an adequate financial commitment on the part of 
the individual members to:
a. personal giving?
b. influencing other persons or organizations to give?
3. Does the board have w ith in  its membership persons with special exper­
tise who give their advice and leadership in the following areas:
a. long-range fiscal planning?
b. investment practices?
c. fiscal management?
d . budget review?
e. analyses of reports and recommendations of the auditor?
4 . Does the board understand "fund accounting" and the data presented 
in regular financial reports?
5. D o  you feel that the board fully accepts its responsibility fo r prudent 
fiscal management?
D on't Know  
or
Can't ludge
Sum m ary: In  relation to this criterion I feel that the board's overall perform ance has been:
Very G ood________  G ood________  Barely A d eq u a te ________  Poor_
D on't Know or Cannot Judge________
Further comments or suggestions related to this criterion:




A  primary requisite lo r effective governance is to be sure that the m en and w om en responsible for the 
institution's policy direction have the skills, know ledge, and background necessary for effective decision 
making. The complex operation of m odern educational institutions requires that boards have available to 
them  a w ide range of experiences and expertise. The larger society to which these institutions are now  linked 
m ore closely than ever before requires that the board's mem bership be m ore diverse in terms of geographic, 
social, or occupational origins, and viewpoints. Such diversity does not require that mem bers be representa­
tives of special groups o r interests unless this is specified in the bylaws o r charter. Each m em ber must be 
w illing to serve the interests o f the institution as a w ho le .
D on ’t Know  
or
Yes No Can't Judge
1. Do you feel that the board now  contains a sufficient range of expertise,
attitudes, and external relationships to make it an effective board?---------------- ---------- --------------------------------- -
2. Does the board have a com m ittee that assesses its needs in the way of 
qualifications of new  m em bers, and that maintains a roster o f prospective
members?------------------------------------------------------------------------------------------------------------ ---------- -----------------  -------
3 Does the board have a com m ittee that reviews the perform ance of its
individual members?------------------------------------------------------------------------------------------- ---------- -----------------  -------
4. Does the board have an established procedure for orienting new mem­
bers to their institution and to their duties and responsibilities?--------------------- ---------- -----------------— _
5. Do you feel that the board should alter its policies and practices with
respect to:-------------------------------------------------------------------------------------------------------------- -------  ----------  ——
a. size of the board?__________________________________________________________ __________  - - -
b. length of term?------------------------------------------------------------------------------------------ ----------  ----------  -------
c. num ber of succès e terms?_______________________________________________ ______  ____
d. age limit or honor.)» V retirement?---------------------------------------------------------------------------------------- --------------
e . age composition? ---------------------------  ------
f. sex composition ?--------------------------------------------------------------------------------------- ----------  --------- ------
g. m inority composition? ---------  — .—  -----
h. geographical composition?_________________________________________________ __________  ____
i. persons with educational experience?______________________________________ __________ ________
f. persons with financial management experience? ____ _____ — . .
k. requiring a m inim um  attendance record?
Summary: In relation to this criterion I feel that the board's overall perform ance has been:
Very G o o d   G ood   Barely A dequate  Poor _
Don't Know or Cannot Judge
Further comments or suggestions related to this criterion:




The effectiveness of 2  board greatly depends on the structure of its organization and the conduct of its 
meetings. A productive board is usually one that has periodically taken the time to thoughtfully sort out its 
duties, critically review its organizational structure and rules of procedure, and update its bylaws, policy or 
operations documents. Committee structure depends upon the board's size, the frequency of meetings, and 
the workload that can be placed on individual members. Periodic critical review should also determine, 
among other things, if a few persons in fact are making most of the board's decisions, if responsible minority 
opinions have the opportunity for full board consideration, and if communication between the campus 
community and the public is open.
Don't Know 
or
Yes No Can't Judge
t .  Within the past two or three years, has the board in some formal way
reviewed its organization, committee practices, and bylaws? ---------- ---------- ----------
2. D o  m eeting agendas:
a. put before  you issues of policy  the board should consider?     —
b. include appropriate supporting inform ation in the n gh t amount? ______    —
c. reach you sufficiently in advance of the meeting?     —
3. D o  you believe that the num ber and duration o f board meetings are
sufficient to properly take care o f the institution's business?     —
4. A re board meetings effectively conducted and reasonably stimulating? ______    —
5. D o  you feel that the present com m ittee structure:
a. efficiently handles the board's work?     —
b. gives the full board the  opportun ity  to consider all matters o f key
importance?     —
c. allows constituencies to be heard before recom m endations are
formed?     —
6. D o  board policies governing board and com m ittee m em bership afford
sufficient opportunity for rotating leadership?     —
Summary: In  relation to this criterion I feel that the board's overall perform ance has been:
Very G ood______________  G ood__  Barely Adequate_________ Poor.
D on 't Know or Cannot Judge________
Further comments o r suggestions related to this criterion:




Trustees and the chief executive officer share at least one major characteristic: they have a total insti­
tutional perspective. The quality o f the "w orking relationship" between the board and the executive officer Is 
o f critical importance to the effectiveness o f each. W hile  the board must take responsibility for basic policies 
and their consequences it must also give the chief executive the authority and flexibility to  act decisively.
Selection of the chief executive officer is a major responsibility o f the governing board. This selection 
should be preceded by a clear definition o f his or her qualifications and expected accomplishments.
D on't Know  
or
Yes N o  Can't fudge
1. Is there a climate of mutual trust and support between the board and
chief executive? ______  ______  ______
2. Have the board or some of its members counseled with the chief 
executive to provide guidelines o r strengthen certain areas of perform ­
ance?
3. D o  you feel that the board has delegated to the chief executive the  
authority he o r she needs to administer the institution successfully?
4 . Is there a written statement o f role and responsibility for the chief 
executive which clearly defines his or her functions and the board's expec­
tations?
5. Is there a clear understanding of the respective responsibilities be­
tw een the executive and the board concerning their fund-raising roles?
6. Should the board or a board com m ittee form ally assess the chief execu­
tive's perform ance in some systematic way from time to time?
Summary: In relation to this criterion I feel that the board's overall perform ance has been:
Very G o o d . ___ G o o d ________  Barely Adequate________ Poor______
D on 't Know o^ Cannot Judge________
Further comments or suggestions related to this criterion:




In academic affairs a measure of the board's success is ihe nature o f its relationship w ith  the faculty. iVtust 
lay board members lack the professional expertise to legislate in this area, yet they share the burden oi 
responsibility for the quality o f the institution and for the m anner in which the institution fulfills its academic 
goals. Therefore, the board must trust the professionals for advice, and delegate to them  authority to carry out 
educational policies and procedures.
The line between governing policy and operating policy is not easily drawn but it must be established with  
reasonable clarity. The institution needs to be given academic direction, yet the faculty must be f re e  to 
perform  its professional w ork.
Yes No
1. Does the board have effective means of two-ivay com m unication with  
the faculty?
2- Does the board, through the chief executive, seek the advice and 
recommendations of faculty leaders in formulating basic educational 
policies?
3. D o you feel that the board exercises authority over:
a.  m ore aspects o f educational affairs than it needs to?
b  . _____ fewer aspects o f educational affairs than it should?
c . _____ neither. Its participation in educational affairs is about right.
4 . Does the board delegate to  the chief executive and faculty full respon­
sibility for im plem enting educational policies?
5. Has the board adopted adequate policies concerning:
a. grievance procedures?
b. process for selection, prom otion, retention, tenure?
c. standards for faculty performance?
Don't Know  
or
Can't Judge
Summary: In relation to this criterion I feel that the board's overall perform ance has been:
Very G o o d   G o o d ________  Barely A d e q u a te ________  Poor.
D on't Know or Cannot Judge _____
Further comments or suggestions related to this criterion:




The board has ultim ate responsibility to protect the w elfare of students and to provide a healthy campus 
environm ent that is conducive to scholarship and personal developm ent. The students' health and com fort 
are essential to learning. The students' freedom  to learn independently is a basic tenet o f academic freedom , 
and like o ther freedoms it must be exercised under the obligation to protect the welfare of the com m unity as a 
w hole. The board should have good com m unication with students.
D on 't Know  
o r
Yes N o C an't Judge
1. Does the board have a satisfactory means fo r continuing two-way com ­
munication with students? ______  ______  ______
2. Has the board approved policies that m ake adequate provision for the  
students' health, w elfare, and non-curricular (cultural, educational, recre­
ational) activities?
3. Has the board set adequate policies fo r student appeal o f perceived 
injustices (academic or other)?
4. Are students and student organizations free to exam ine and discuss 
questions o r issues o f interest to them and to express opinions pub lk ly , so 
long as It is made clear that they speak only for themselves?
Summary: In relation to this criterion I feel that the board's overall perform ance has been:
Very G ood________  Good________  Barely Adequate________  Poor.
D on 't Know or Cannot Judge________
Further comments or suggestions related to this criterion:




Governing boards may be called upon to fulfill a quasi-judicial function in the settlement of disputes  
arising within the institutional community, though generally disputes should be settled at the lowest possible 
administrative level to avoid inappropriate board involvem ent in operational matters. The board should  
carefully develop due process policies and delegate authority.
D on 't Know  
or
Yes N o Can't ludge
1. Has the board developed procedural due process or "fair hearing" 
requirem ents which delegate the management o f conflict situations to the
chief executive and to academic administrators o r faculty leaders? ______ __________ __________
2. Are the disputes that have been brought to the board:
a. accurately and concisely briefed for your study? ______  ________________
b. brought to the board before they have escalated to crisis proportions? __________ ______
c. settled without unduly prolonged debate? ______  ________________
3. D o you feel that disputes have been settled v/ith sympathetic under­
standing of the human and institutional issues involved? ______  ______  __
4. D o you feel that the board has been called upon to adjudicate cases of
conflict that should have keen settled before they came to the b o a r d ?  ______  __
Sum mary: In relation to this criterion I fee! that the board's overall perform ance has been:
Very G ood ________ Good______________  Barely Adequate___ Poor.
D on 't Know or Cannot Judge________
Further comments or suggestions related to this criterion:
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General Assessment
1. W hat issues have most occupied the board's tim e and attention during the past year?
2- W hat were the one or two successes during the past year for which the board feels some satisfaction?
3. W hat particular shortcomings do you see in the board's organization or perform ance that need attention?
4. O ther comments o r suggestions?
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Trustee Audit
The responsibilitifs of individual lruste«*s are different from those of boarrfs as corporate entities. The 
following checklist is designed to help board members assess the extent to which they have absorbed the 
breadth and depth of their rules and institutions. The questions seem somewhat im posing, but they are 
not intended to cause acute trustee or presidential depression. A "perfect score" is an unreasonable ex­
pectation.
Candid responses can be helpfu l tr> Ihe design of orientation programs for new board m em bers, or 
future workshops and retreats. The checklist can be adapted to Ihe unique characteristics o f your particular 
institution as a supplement to  the preceding board self-study criteria. It was developed by Richard T. 
Ingram , vice president of AGB. as part of a Handbook of College and University Trusteeship to be published  




Background Yes N o  Sometimes
1. Do you feel you have adequate opportunity to understand your obliga­
tions. responsibilities and opportunities for growth as a trusteed ________________ __________
2. Have you a clear grasp of your boarcf's responsibilities?__________________ ________________ __________
3. If you have answered yes to either or both questions, what has been the 
primary source(s) of your information? (e.g., an orientation program , a 
particular individual, a book, prior service as a board member.)
4 . Are you familiar with your institution's stated mission, institutional plan 
and current policies?
5. Do you stay abreast of higher education trends, legislation and other 
public policy by reading AGB News Notes. The Chronicle of Higher Educa­
tion. ACS Reports o r other material?
6. Have you recently taken an opportunity to meet with trustees and 
educators from other institutions?
7. Do you have adequate opportunities to know your fellow  trustees?
8. Do you find any conflict between your responsibility for the w elfare and 
advancement of your institution and your responsibility to the citizens of 
your region, state o r nation?
9. W hat do you feel are your strongest areas of expertise based on your 
background and experience (x):
Budget Finance __. Student Affairs
 Investments_________________ Faculty Affairs
Managem ent __  Fund Raising
- _ Planning _  Public Relations
Legal Affairs Marketing
Plant Management . _ Governm ent Relations
Real Estate------------------------------- O ther: ______________
  Education
10. N ow  go back and indicate any prim ary areas o f interest outside o f your 
areas of expertise |*^ ).
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Knowledge of the Institution or
11. Are you fjin il ijr  w ith your institution's recent history and what makes it 
distinctive from neighboring colleges and universities^
12. C ite  three of its special strengths;
a ) --------------------------------------------------------------------------------------------------
Yes N o Sometimes
b) _
c)
13. A nd its three greatest needs:
a) _----- --------------------------------
b) - —  - — ——  — -
c ) -------------------------------------------
14. Do you feel w ell inform ed about the type and quality o f your insti­
tution's educational program s'
15. Have you attended a campus event w ithin the past year?
16. D o you regularly read the campus newspaper or faculty o r student 
organization minutes?




18. Have you met some of them apart from board meetings?
19. Are you acquainted with the physical plant and maintenance needs of 
your institution?
Board and Committee Meetings
20. A re you satisfied with your attendance at board and com m ittee m eet­
ings?
21. D o you read the minutes o f meetings to determ ine w hether they 
faithfully represent the proceedings and decisions as you recall them?
22- D o you prepare for board m eetings by reading agendas and support­
ing materials?
23. Do you sometimes suggest agenda items?
24. D o you :ielp board and com m ittee meetings to steer clear o f non­
policy matters better left to the administration?
Fund Raising and Public Relations




26. W ith in  the past year or tw o, have you helped secure a gift from  an 
individual, corporation or other source?
27. Have you recently taken advantage of an opportunity to say a good  
w ord about your insiitution to a policym aker o r organization at the state 
level?
28. Di> y o u  la k e  adv .\n tage  i i f  o p p o r tu n it ie s  to  in fo rm  o th e r  g ro u p s  or 
p e rs o n s  . ib o u t y o u r  in s t i tu t io n  o r  h ig lu - r  e tk ic  . it io n  genera lly?
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29. Du you understand the concept of "fund-accounting"f
30. Do you find your institution's financial statements intelligible^
31. Are you m indful o f your institution's stated mission, institutional plan 
and goals, and current policies when voting on proposals presented to the 
boardf
32. Do you feel you are sensitive to the concerns of students and faculty 
w hile m aintaining impartiality and a total institutional perspective?
33. Do you help meet the needs of your chief executive for occasional 
counsel and support in his or her often difficult relationships w ith  groups 
on- and off-campus?
34. Do you appreciate the importance of keeping your chief executive 
inform ed in the event you establish personal communication lines with  
individuals on ram pus. and of the need to avoid prejudiced judgm ents on 
Ihe basis of such relationships?
35. Have you ever suggested to the board's nominating com m ittee or to  
the appointing authority someone who would make an outstanding new  
board member?
36. Are you satisfied that there are no real or apparent conflicts o f interest 
in your service as a trustee?
37. Do you avoid asking special favors o f the administration, including  
requests for inform ation without the knowledge of at least the board or 
com m ittee chairman?
38. If you have not already done so, would you be willing to serve as a 
com m ittee chairman or board officer?





39. Have you found your trusteeship to be stimulating and rewarding thus 
far?
W hy (or w hy n o t)? _________________________________________________
40. H ow  w ould  you rate yourself as a trustee at this time? 
Above Average____________  Average_______ Below Average.
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